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CAMDP3.DG2
May 14, 1993

MEMORANDUM TO THE EXECUTIVE DIRECTORS AND THE PRESIDENT

SUBJECT: Project Completion Report on Cameroon
Third Douala Port Project (Loan 2259-CM)

Attached is the "Project Completion Report on Cameroon -- Third
Douala Port Project (Loan 2259-NIR)" prepared by the Africa Regional Office.
Part II is missing.

The Loan (US$22.5 million equivalent of March 1983) was to provide
additional capacity, to improve navigational safety and access to the port,
and to strengthen administrative and operational efficiency. Project
preparation was adversely affected by the desire to accelerate processing.
Important conditionalities, related to port operations and management, were
eliminated between appraisal and negotiations. Notwithstanding experience
from the First and Second Port Projects, it was assumed that the port
authority would operate as an independent entity; in fact, the port authority
had no financial autonomy, its financial commitments have little meaning, and
it lacks business tradition. Bank mission teams did not include the experts
needed for such a complex project.

Implementation suffered a two and a half year delay, traffic
forecasts were overoptimistic, facilities built under the project are
underutilized, financial covenants were only partially complied with, and
maintenance is being neglected. The project shows a negative rate of return.
It is rated as unsatisfactory and unsustainable and its institutional impact
as negligible.

The PCR is thorough and candid about the shortcomings of the
appraisal and supervision.

No audit is planned.
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MEMORANDUM TO THE EXECUTIVE DIRECTORS AND THE PRESIDENT

SUBJECT: Project Completion Report on Cameroon
Third Douala Port Project (Loan 2259-CM)

Attached is the "Project Completion Report on Cameroon - hird Douala
Port Project (Loan 2259-NIR)" prepared by the Africa Regional Office. The Loan
(US$22.5 million equivalent of March 1983) was to provide additional capacity,
to improve navigational safety and access to the port, and to strengthen
administrative and operational efficiency. 4
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CAMDP.DGO
March 18, 1993

MEMORANDUM TO THE EXECUTIVE DIRECTORS AND THE PRESIDENT

SUBJECT: Project Completion Report on Cameroon
Third Douala Port Project (Loan 2259-CM)

Attached is a copy of the report entitled "Project Completion
Report on Cameroon -- Third Douala Port Project (Loan 2259-NIR)" prepared by
the Africa Regional Office. The Loan (US$22.5 million equivalent of March
1983) was to provide additional capacity, to improve navigational safety and
access to the port, and to strengthen administrative and operational
efficiency.

Project preparation was adversely affected by the desire toaccelerate processing so as to meet lending targets. As a result, important
conditionalities, related to port operations and management, were eliminated
between appraisal and negotiations.

Project results have not been rewarding. Implementation suffered
a two and a half year delay, traffic forecasts were overoptimistic,
facilities built under the project are underutilized, financial covenants
were only partially complied with, maintenance is being neglected, physical
components financed under the project show a negative rate of return. TheBorrower has not submitted his own assessment but the Region rates theproject as unsatisfactory and unsustainable.

The PCR is thorough, candid, well-written, and its main findings
can be summed up as follows.

(a) capacity expansion was justified on the basis of traffic
projections; however, both the Borrower's and the Bank's
projections were wrong.

(b) traffic projections were based on Bank projections of commodity
prices, and these were wrong too.

(c) notwithstanding experience from the First and Second Port Projects,
the Bank assumed that the port authority would operate as an
independent entity; in fact, the port authority had no financial
autonomy, its financial commitments have little meaning, and it
lacks business tradition.

(d) port projects have become increasingly complex and the traditional
team (engineer/ economist/ financial analyst) was not sufficient.
Port operators, computer experts, and specialists of institution-
building were needed both for appraisal and for supervision.

At present, no audit is planned.
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Currency Unit CFA frenc (CFAF)
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CFAF I million US$2,941
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C IDA -- Canadian International Development Agency
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CAM4EROON

APPRAISAL

THIRD DOUALA PORT PROJECT

I. INTRODUCTION

1.01 The proposed project would be the Bank Group's third poixt proj-
ect aimed at:(a) increasing capacity in line with traffic growth;
(S) modernizing facilities; and (c) improving operations and manaEgement
at the Port of Douala, the principal port in Cameroon. The basic objec-
tive of the First Douala Port Project (Credit 229-CM),1/ approvec in
January 1971, was to increase Douala's handling capacity for indastrial
raw materials and logs through the construction o= a new deep-wat-er berth
for clinker and other industrial imports; the provision of a shallow
draft quay, related facilities and services for log handling; the acqui-
sition of a snaLl cutter suction dredger and the provision of cc>rasultancy
and advisory services- The physical works were completed satisfactorily
in November 1974.

1.02 The Second Douala Pcrt Project (Loan 1321/Credit 657-CIA',
approved in August 1976, was based on port master plan studies prepared
by consultants. The basic objective of the Second Port Project w as to
provide a quantum jump in port capacity and technology by: (a) the addi-
tion of specialized port facilities for log handling, corcainer and roll-
oniroll-off (ro/ro) vessels and fishing vessels with related dclcyard and
workshops; (b) deepening of the access channei to permit larger -essels
to enter; (c) the improvement of road and rail access to and within the
Port; and (d) the provision of consultant services. This major multi-
faceted project (involving 12 co-financiers) has been successfully
completed, except for the channel deepening which should he copl eted by
September 1983. in both the first and second projects, the Borrcwer
complied reasoaably well with credit and loan covenants. However-, as the
capital dredgiag has not yet been completed and the new channel
established, NPA has not been able to subait the required mainterrance
dredging program. During loan negotiations, NPA should tberefore agree
to submit to the ank by arch 31, 1983 such a work program for review.

1.03 The proposed project would continue the Bank Gromp's ass istance
to the Port of Douala. More specifically, the proposed project wruld

I/ Annex I provides a brief description of past Bank Group leadirg for
transportation projects in Cameroon, including major comments from
Project Perfornance Audit Reports.
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provide one new container berth and two new multi-purpose berths with
related storage and equipment for loading of fruit and handling of other
cargo and replacement of an old inefficient tugboat, equipment and
s tudies related to port sector, navigation and dredging as well as
hardware and software for data processing and technical assistance to
meet remaining institutional weaknesses. It would focus on the main
iniadequacies in port infrastructure and equipment and the main weaknesses
ir1 port organization and management to enable the Port of Douala to meet
increasing traffic requirements from expected rapid economic development
of the Cameroon during the 1980s while also serving the landlocked least
developed countries of Chad and CAR. The outstanding inadequacies in
port infrastructure and equipment are two-fold: (a) the poor facility
fc>r handling fruit exports at the old existing berth does not provide any
back-up area for efficient handling and discharging of rail wagons and
tr-ucks or for the temporary storage of the fruit, and the location of the
berth next to the clinker berth also results in unhealthy working condi-
tions for the stevedores and damage to the fruit and reefer vesselsLI
fr-oin clinker dust; and (b) the inadequate capacities of the existing
ttigs, and navigation and channel water depths to handle effectively the
emcisting traffic requirements and particularly the relatively larger
vessels. With rapidly increasing traffic voluRes, the Port will also be
facing a growing capacity constraint for general cargo traffic, including
containerized traffic; the project therefore includes a port sector
study, The foremost remaining organizational and management weaknesses
concern personnel administration and data processing.

II. THE TRANSPORT SECTOR

A. General

2.01 Cameroon, with a population of about 8.4 million, an area of
abcut '.75,000 km2 and per capita GNP of about $b70 (1980), is one of the
more dynamic and wealthier countries in West Africa, with substantial
potential for further economic growth. The GDP growth rate increased
from about 4.2% p.a., during the Second Plan period (FYI966-1971) to 4.5%
p.a., during the Third Plan period (FY1972-1976), to an estimated 8.1%
p.a., during the Fourth (FY1977-1981). Rapid expansion in agriculture,
manufacturing and mining, including promising recent gas and petroleum
discoveries and increasing crude oil exports, supported by increased
consumption and investments, contributed substantially to economic
growth.

2. 2 During the Second and Third Plan periods the Governmenc gave
high priority to the transport sector to provide a basic infrastructure
for the economy, to interconnect regions, to open up new areas and to
provide the necessary infrastructure for foreign trade. This interval
was followed by a gradual shift in emphasis towards the productive

1/ Soecialized vessels eoiipped to handle cargo under temperaturc
cortrolled conditions.
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sectors (agriculture, manufacturing and mining) and social sectors, with
a reduction in the relative share of transport sector investments. The
share of transport investments envisaged in the Government's investment
plan thus fell from a high 37% realized in the Third Plan period, FY1972-
1976 to 27% for the Fourth Plan period, FY1977-1981 and a planned 21% for
the Fifth Plaa period, EY1982-i986.

2.03 With continuing Government priority being given to agriculture
(both for exports and domestic consumption), expected substantial
increases in oil and gas production, and with vast and still largely
unexploited natural resources (particularly agricultural, forestry,
hydroelectric and mineral resources) the outlook for continued economic
growth appears favorable. Economic growth, including expansion in agri-
culture, forestry and mining with related increase in foreign trade will,
however, be dependent, inter alia, on the maintenance, improvement and
expansion of the transport system, including the Port of Douala.

B. The Transport Network

2.04 The transport infrastructure consists of about b5,000 km of
highways or about 0.14 km per km2 (of which about half comprises unclas-
sified earth roads and tracks); 1,153 km of railways; one principal port
at Douala and four minor ports; a main international airport at Douala,
with a second one at Garoua, together with a dozen smaller domestic air-
ports. Chapter III conments more fully on the port sub-sector while
Annex 2 describes briefly the transport infrastructure, including minor
ports.

2.05 Cameroon's transport system is export/import-oriented and
focuses on Douala, the main port (handling about 93% of the country's
important foreign trade) and commercial center (see Maps 15995 and
15996R1)- To a large extent, exports and imports through Douala are
shipped via the Douala-Bafoussam corridor and the road/rail Trans-
Cameroon route to Yaounde, Northern Cameroon and the Chad border. Chad
to the northeast reLies on the Cameroon transport network and the Port of
Douala for its principal access to the sea and the international markets,
while CAR to the east is finding it increasingly attractive to transport
high-value/low-volume goods via the shorter and faster Cameroonian
transport links, rather than through the trans-equatorial route. Two
important transportation projects, the upgrading of the Douala-Yaounde
Road and the proposed realignment of the remaining sections (Edea-Eseka-
Mbalmayo) of the Trans-Cameroon railway line of REGIFERCAM should further
strengthen the focal point of Douala and facilitate the inland transport
links of the Port. The upgrading of the Douala-Yaounde Road will be
financed in part under tie Fifth highway Project, approved in June 1982.

2.06 The Port of Douala will continue to be the main port of
Cameroon. Studies have recently been completed regarding future port
expansions at Douala once the remaining unused shore area in the Port has
been developed (par- -9). Studies are being carried out for a
possible new port in the south (near Kribi) with related inland transport
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infrastructure aimed at opening up the southern part of the country to
permit exploitation of the region's natural resources, particularly its
forests. The potential scope and timing of such a project are not yet
clear. There appears now to be a need for an overall review of the port
sector, including existing studies, to define an overa.ll port development
strategy. Such a study will be carried out under the project.

C. Transport Policy

2.07 In view of the Government's limited transport planning and
management capabilities, there have in the past been problems in

designing and executing projects. The Government recognizes this problem
and is, in consultation with the Bank, taking steps to improve the situ-

ation as indicated below.

2.08 The Bank has in recent years assisted the Government in
strengthening the major transport agencies and in developing a systematic
and sound approach to transport planning and project preparation and
design. This process incLuded, inter alia, technical assistance to the
Ministry of Economic Affairs and Planning (MINEP), the Ministry of Trans-
port (MOT), the Ministry of Equipment (MINE) and the National Railroad
Company of Cameroon (RECIFERCAM). In conjunction with the Fifth Highway
Project, the Bank is coninuing to assist MOT in transport planning and
MINE for road maintenance, road design and laboratory work.

2.09 The Bank's sectoral objectives continue to be three'3ld: (a) to
strengthen inanagement and improve operations in the transport sub-
sectors; (b) to provide additional capacity to meet increasing traffic
requirements; and (c) to develop the Government's transport planning
capacity as provided in the Fifth ilighway Project. The proposed Third
Port Project focuses on (a) and (b) for the port sub-sector. The Staff
Appraisal Report for the Fifth highuay Project (Report 3473-CM) describes
in -ore detail the transport network, priorities, planning and policy in
the Cameroon.

IHI. THE PORT SUB-SECTOR

A. Port Organization

3.01 The National Port Authority (NPA - Chart 1) was established in
1972 in connection with the Eank's First Powt Project. It is a finan-
cially and operationally autonomous public corporation for administra-
tion, maintenance and construction of all coastal and river ports, for
the maintenance of navigational aids and for the management of industrial
port activities. in addition to Douala, which is by far the most impor-
tant port, it has the responsibility of three smaller coastal ports,
Kribi, Tiko and Victoria-Pointe Limboh, and a small seasonal river port
at Garoua. NPA's Articles of Agreement, established by law in June 1971
and modified by dCICes in April and July 1972, are geared to give NPA
reasonable operational and financial autonomy, situating it under the
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tutelage of the MOT. The Government is responsible for approving tariff
changes and for covering NPA's losses, if any. NPA's management and
administration have improved substantially since the establishment of the
Port Authority, and are generally sound.

3.02 NPA's Board of Directors consists of twelve members representing
MINEP (2), the Ministry of Finances (1), OT (1), the Ministry of Labor
and Social Affairs (1). the Director General of REGIFERCAM4 (1), the mari-
time professions (2), the Chamber of Commerce (1), plus two members and
the President of the Board appointed by the Presidency of the Republic.
A representative of the union attends the meetings of the Board as an
observer- The President of the Board, the Director General of NPA and
the two Deputies to the Director General are appointed by presidential
decree.

Past Trend and Present Organization

3.03 Changes in NPA's operational structure since 1972 have been
directed toward increased decentralization of responsibilities and toward
the adaptation of NPA to meet the changes in its environment. The
initial changes in 1976 involved reinforcing the Directorate of Technical
Studies with technical assistance as needed, to facilitate implementation
of the large extension to the Douala Port under the Second Port Project.
From 1979 forward, with the near completion of the extension project, the
emphasis shifted to management, operations, and maintenance of the new
port. Recent changes in the organization (FY1979) reflect this new
orientation with the creation of a Directorate of Finances, and a manage-
cent control unic with technical assistance provided by the French
Economic Cooperation Agency (Caisse Centrale de Cooperation Economique -
CCCE) under the Second Port Project. These two units report directly to
the Director General. For the improvement of port operations, a division
of training was created in 1980 with Canadian technical assistance, also
provided under the Second Port Project. In order to improve port mainte-
nance, the Directorate of Civil 4orks is at present being reinforced with
technical assistance transferred from the Directorate of Studies where it
was no longer needed following the completion of the major port expansion
under the Second Douala Port Project and the successful strengthening of
the Cameroonian staff. Proposals for continuing the reorganization in
this sector with clear objectives and an action program for improving
productivity and reducing costs are included in the Action Plan for
Organizational Development agreed upon during negotiations (Annex 5).

Prospective Changes

.04 Althou-h NPA's organization is adapted to its present needs and
is gene:aliy adequately manned, some improvements can be made that will
heLp in meeting its future needs. These organizational improvements
which effect the Directorate of Civil Works, Access and Movement of
Ships, Management of Human Resources, the Directorate of Finance, and the
Department of Economic Studies are included in the Action Plan for

gn Dveiopment (Annex )) agreed with NPA during
negotiations. They will be supported by specialized training in the
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sectors to be developed and by special recruitment actions for

reinforcing the existing staff. NtA's management is favorable to the

proposed structural changes and has agreed to take the necessary steps.

3.05 NPA's past activities include not only the management of ports

but also ship repair activities. Recent studies conducted by NPA

highlighted inefficiencies in the operation of the marine repair

workshop, resulting in financial losses (about CFAF 150 million in

FY1981). These poor results are due to NPA's inadequate terms of

employment for industrial activities, lack of experience of upper-level

management in industry and inadequate investment and training

policies. These studies also indicate that marine repair requirements,

which involve 25% of NPA's staff, may increase as a result of the

extension of the CAMSHIP national fleet, expected development of the

fishing fleet, and overall petroleum research activities in Cameroen by

private companies, while the port's internal maintenance activities for

floating crafts are not expected to increase significantly.

3.06 To stimulate ship repair activities in Cameroon, NPA and the

Government are considering creating a separate, semi-public corporation

associating public Cameroonian capital (61%) and foreign private capital

(39%) to take over the marine repair yard. Definition of the exact

organization and technical layout of the new firm is underway. Benefits

expected from the proposed corporation are: (a) a more market-oriented

commercial policy; (b) better management; (c) in a first stage, foreign

technical assistance; and (d) enhancement of the quality of repair

services offered to port users. The proposed separation appears to be

based on sound principles. However, the separation will only be in the

long-run interest of the country and NPA if the new entity becomes

economically viable. During negotiations Government and NPA agreed that

prior to finalizing any commitment with a partner for a new structure of

the workshop and ship repair activities, the commercial perspectives and

investment needs of the new entity will be studied in detail in

consultation with the Bank.

B. Staffing and Trair2ing

3.07 NPA's present staff totals 1,267, including 70 at management

level. Staffing has been kept at an almost constant level since 1978,
with a less than 6.5Z total increase over the period. There has been,

however, a significant change in staffing structure, as the increase was

mainly in intermediate and higher level staff. NPA's present hiring

policy is based on apparent needs and a case-by-case approach with little

overall manpower planning. rhe need for better personnel administration

and Danpower planning is demonstrated by the concentration of staff

increases in the Directorate of Workshops as well as in the Directorate

of Civil Works, where the activity level has not increased significantly.

In the secondary ports, the number of staff has decreased slightly but

further reductions are needed, mainly in Victoria and Garoua, in view of

their decreasing traffic levels and present overstaffing. As part or the

Action Plan for Organizational Development (Annex 5) agreed upon during
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negotiations, NPA will present for comment to the Bank by June 30, 1984 a
five-year manpower plan based on port activity projections. This Action
Plau for Organizational Development also includes the hiring of a Deputy
Director for the management of human resources by December 31, 1983. The
proposed project includes some 18 man-months for consulting services to
improve the structure of the Personnel Administration Department and for
manpower planning.

3.08 NPA's salary adjustment system is basically automatic and does
not provide adequately for individual merit recognition and incentives
through selective salary adjustment. The proposed project includes
10 man-months of technical assistance to recommend improvements to the
remuneration system and the personnel evaluation and grading system and
to assist in implementing agreed improvements. In parallel, NPA has set
up special training sessions on personnel motivation for its professional
staff.

3.09 In the past, NPA relied upon expatriate technical assistance for
highly qualified jobs related to supervision of construction of the new
port under the Second Port Project. Due to the decreasing role of con-
struction supervision in NPA and to the increasing availability of young
Cameroonians, NPA can now gradually reduce foreign technical assistance
by replacing some expatriates with qualified Cameroonians, for repair and
naiatenance work. NPA's future technical assisrance program will be
discussed annually with the Bank, as part of its manpower plan included
in the Action Plan for Organizational Development (Annex 5).

3.LO t PA's technical training has improved significantly in the past
three years. Under the Second Port Project, CIDA financed the reorgani-
zation of NPA's internal training system which resulted in the organiza-
tion of an adequate locally staffed training unit (with 24 part-time
trainers, a qualified head of the training unit and support staff) and in
the definition of 12 training curricula, to be implemented beginning in
FYl982. In addition to this internal training system, NPA makes use of
outside training for special requirements. Recently NPA prepared a
teatative five-year training plan for outside training, to be revised
annually. Also it will prepare by June 30, 1984 an internal training
plan, as part of the manpower plan (para. 3.07).

C. Port Management and Information System

3.1 NPA's management at the departmental and top levels is being
progressively Africanized whenever qualified Cameroonians are avail-
able. Newly created divisions such as those in charge of Statistics and
Management Control are initially manned by technical assistants with
suitable cou-terparts- Most managerial staff is well qualified and expe-
rienced, and the quality of NPA's high-level nanagerial team is certainly
one of its strong points. At the intermediate management level however,
the weakness of financial incentives in NPA's remuneration system and of

nnghaS- res-u'lted inl 8 rather apathetic artitude. NPA is
aware of this problem and is trying to improve the situation.



Financial information System, Budgeting and Corporate Planning

3.12 NPA's accounting system is generally satisfactory. It was suc-

cessfully computerized and produces useful documents for decision-making
at management level. NPA's fixed assets were revalued in 1981, as agreed
under the Second Port Project. The revalued figures will be used for the
calculation of depreciations for cost accounting and proposals for tariff
adjustments. The inclusion of these revalued figures in the general
accounts is still sulject to a pending decision of the Ministry of
Finances. During neuotiations, the Government and NPA should agree to
present annually to the Bank NPA's financial statements including re-
valued assets in parallel with the financial statements required by
national law- NPA should also agree to the annual ip-dating of the
evaluation of fixed assets. Adequate accounts are produced within two
months of the closing date of the fiscal year and aadited by a "public
auditor" appointed by the Government. As the auditing procedure of the
"public auditor" does not meet the Bank's standards regarding the audit
of borrower's accounts, NPA agreed under the Second Port Project, to have
its accounts audited by a private auditing firm. Ia the future, NPA
should continue to submit audited financial statements to the Bank for
review within six months after the end of the fiscal year. This proce-
dure was confirmed at negotiations.

3.13 The ports' budgeting and management control systems have been
modernized under the Second Port Project with technLcal assistance finan-
ced by the CCCE. Uith this new budgeting system, NPA produces an ade-
quate annual operating budget and can compare the actuai result with the
budgeted figure for each cost and revenue center. A budget review is
organized every month at the Director General's level. The new budgeting
system began functioning in January 1981, and is highly detailed and
complete. However, it needs some simplification for- reasons of practi-
cality. The technical assistant who has been appointed to assist NPA in
the implementation of the system will be retained for an additional two
years. NPA has agreed to appoint promptly a qualified counterpart who
can take over at the end of the expatriate's assignent.

3. 14 NPA's financial system has grown increasingly complex with the
increases in the volume of operations, with the development of financial
operations in foreign currencies ror servicing the debt, and with the
extension of fixcd assets. Recent staff reassignments have shown that
intermediate-level staff were insufficiently trained and that there was a
shortage of talents at the upper level. NPA agreed during negotiations
to include in the Action Plan for Organizational Development kAnnex 5)
reinforcement of the financial sector through training of the staff, and
by recruiting a qualified Deputy Director of Finances, once a new
Director has been appointed, in consultation with the Bank. A Department
for Corporate Planning will be established and adequately manned, in
charge of preparing and updating annually the five-year revolving plan
for port activities and the financial plan, and in charge of coordinating
preparation of the investment and manpower plans. NTA agreed during
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riegotiations to include the establishment of this department in the
Action Plan for Organizational Develcpment (Annex 5).

3.15 In contrast, infrastructure investment planning is adequate but
cnlv as a result of consulting servic-es prov.ided under previous Bank
projects. A Division of Economic StudLies and Planning, in the Department
c>f General Studies (Directorate of Studies) was created in 1979, but has
riot fulfilled NPA's expectations due to inadequate staffing. This sector
cf the Directorate of Studies must be reinforced with qualified local
s taff for economic studies. During riegotiations, NPA agreed to include
in the Action Plan for Organizational Development (Annex 5) the
recruitment of a suitable candidate for the Division of Economic Studies.

Statistics and Management Informatiori

3.16 Recently, NPA undertook a complete revision of its statistical
s ystem for port operations to enable it to cope with the operational
nieeds resulting from traffic increases and the need for operation of the
management information system. However, the new system still needs to be
f urther developed. The statistical system for port operations will be
reviewed and improved following the UINCTAD recommendations for West
African ports under the proposed project that includes technical
assistance for this purpose.

3 .7 With NFA's decentralization -and the improvement in managerial
techniques, the inadequacy of NPA's c-ommunication and information system
is becoming more apparent, despite sone recent improvements. The main
problems are: (a) inter-departmental circuLation of iaformation and coor-
d ination for a task-oriented (non-hie-rarchical) approach; (b) avail-
ability of basic technical documentat-ion on port ope-Lions, accounting,
ecconmics, legal aspects, etc. , below the upper managcment level; and
(c) organization of an adequate records office and documentation center
raa nly for civil works, drawings, hydrography and dredging, statistics
arid accounting. The proposed project includes 14 man-months of technical
assistance for improving NPA's communication and information system and
foDr reorganizing its record office and documentation center.

Data Processing

3-18 In the past, data processing for public entities was closely
cCntrolled by the Government. Therefore, NPA's data processing was per-
f ormed mainly on the computer of the Presidency. With NPA's increasing
requiremvents in this respect (e.g., st-atistics on operations, budgeting
and accounting) the constraints and delays caused by the present system
have become serious and prevent further development. The Government has
recently changed its position on data processing policy in public firms,
giving them more independence and accepting their autonomy in this
respect. NPA is therefore considering the acquisition of its own autono-
meous data processing system. This acquisition should be part of the
impolementarion of -a fe-year plan t agreed with the >ank covering
the staged development of the port's clata processing system. The
proposed project includes provision fc>r retroactively financing a review
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of NPA's present data processing system '.y a qualified independent
expert. This expert will assess NPA's present situation and its future
needs, and prepare a long-term development plan to be submitted to the
Bank for agreement by September 30, 1983 and to be promptly implemeuned
thereafter. As a contribution to the implementation of the data
processing plan, the proposed project includes provision for the
procurement of hardware as needed for the implementation of the 1983-1985
portion of the agreed data processing development plan and technical
assistance for software as needed for the transposition and improvement
of the existing data processing system. Disbursement for computer
hardware and technical assistance for software will be subject to the
Bank's agreement on the review of the existing data processing system,
and on the long-term data processing plan. NPA agreed during
negotiations, as part of the Action Plan for Orgaaizational Development,
to strengthen the upper level staff of the Data Processing Department, to
allow it to cope with the sudden extension of its activities (Annex 5).

IV - THE PORT OF DOUALA

A. Port Facilities and Operations

Port Facilities

4.01 The Port of Douala lies on the Wouri Estuary some 30 km from the
ocean. The entrance channel is being dredged to a depth of 7.5 m over a
length of about 22 km and to 9.5 m at the outer bar. Vessels up to
20,200 dwt will be able to use the Port when the c-agoing dredging is
completed except at the bar towards the third quarter of 1983.

4.02 Port facilities are largely on the Douala side of the estuary
and consist of:

(a) a fishing port basin and a dockyard with 660 m long mar-
ginal wharfs for fishirg vessels and oil exploration
boats;

(b) along the entrance charnpl, 2.200 m of marginal wharfs
(nominally fifteer oerths) for general cargc, bulk berths
for ALUCAM and CAiLUCAM, containers and ro/ro; and

(c) a log port basin with ramps for rollirg logs into the
water and a marginal wharf for loading logs in barges.

imports of petroleum products are handled at a mid-channel berth, while
petroleum exports are handled in other ports in Cameroon.

4.03 The Port has a storage area of 106 ha, of which 6 ha are covered
and 100 ha are open. Of the open storage, 22.6 ha are used for con-

cargo. Access to the Port is provided by roads and railway spurs; a
bridge connects Douala to the other side of the estuary at Bonaberi- At
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Bonaberi there are two marginal uwharfs adjacent to each other; one is
used for unloading cement clinker and gypsum and I other for loading
fruit. Dust from the clinker operation damages the fruit and creates an
unhealthy environment for the stevedores. Under the project this situa-
tion will be rectified through construction of a new marginal wharf on
the Douala side for handling general cargo and fruit which may allow the
vacated berth at Bonaberi to be modified and used for unloading a greater
volume of cement clinker. Annex 3 describes the installations in Douala
Port.

Port Operations

4.04 NPA's functions at Douala Port include inter alia maintenance
dredging of the entrance channel and along wharfs, buoyage and pilotage.
IEPA also operates a dockyard, a slipway, two floating docks, an ice plant
and refrigerated storage for fish. General cargo traffic is handled by
five independent stevedoring companies using their own equipment which
they maintain. These companies lease sheds and open storage areas from
NPA. Containers and ro/ro traffic are handled by a consortium of the
five stevedoring companies that collect charges from the users. Log
traffic, currently the second most important cargo in Douala, is handled
by two autonomous companies which are owned in part by NPA. Alumina and
its products are handled by ALUCAM and cement clinker by CIMENCAM; both
companies are partly state-owned. The port has no working restrictions
for nights or holidays. Details on port operations are also described in
Annex 3.

4.05 NPA's port operations in Douala and cargo handling by private
companies appear reasonably efficient when compared to some of the better
managed West African ports; however, improvements need to be effected in
maintenance dredging of the channel and along berths, in buoyage, in
positioning of ships, pilotage, handling of fruit and in customs
clearance procedures. The process of clearing containers has been
slow. As a result of coordinated efforts by the parties concerned, NPA,
customs and shipping agents, the average container storage time was
reduced from about 45 days in 1980 to about 22 days in 1981. The
Government and NPA are, following a recent study tour to European ports,
preparing a plan of action for further reduction in the average container
storage time which will be sent to the Bank for comment.

B. Traffic - Past and Present

41.06 Total foreign traffic through Douala Port increased rapidly
during the 19 7 0s, particularly during the second half of the decade.
Thus, total foreign traffic increased from 1.7 million cons in 1969 to
2.0 million tons in 1975 and 3.3 million tons in 1980 or by average rates
of 3.2% p.a. and 10.9% p.a. respectively (Annex 4, Table 4.1). While the
traffic growth slowed to 5.5% in 198L to reach 3.5 million tons, this
appears to have been a temporary phenomenon linked with a net decline in
los expoLS. Preliminary traffic data for 19b2 show 8.5% increase over
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1981 with imports increasing 11% and expcrts remaining unchanged due

mainly to difficult log and timber market situation.

4.07 General cargo, including timber, account-ed i-r about 75% of the

traffic in 1969 and 60% of the 1981 tonnage. Bulk traffic handled at

specialized facilities includes imports of petroleum products, clinker,

gypsum, and alumina and exports of aluminum. Certain other minor items

are also partly handled at the bulk facilities.

4.08 The tonnage of general cargo increased only marginally between

1969 and 1975--from 1.2 million to 1.3 million tcns. However, in line

with the faster growth in GDP, the general cargo tonnage rose to 2.1

million tons in 1980 or by 10.1% p.a., as coapared with a growth rate of

only 1% p-a., during the 1969-1975 period. Imports accounted for about

55% of the total general cargo tonnage in 1980 and exports for 45%.

General cargo imports have been increasing faster than general cargo

exports; between 1975 and 1980 the rates of increase were 13.0% and 7.3%

p.a., respectively.

4.09 As for total traffic, the increase in general cargo suffered a

temporary setback in 1981 as the growth in imports was offset by the

decline in log exports. Rapid growth resumed in L982 as the tonnage

carried by general cargo vessels, container vessels and ro/ro vessels

increased by about 17.5% over 1981 to reach 2.4 million tons-

4.10 The figures for general cargo exports include logs (approxi-

mately 40% of the export tonnage). According to the Societe pour

l'exploitation des Parcs a Bois du Cameroun (SEPBC), approximately 70% of

the logs are loaded from the waterside on board general cargo vessels,

with the remaining 30% being loaded on returning mineral carriers or log

carriers at buoys or at the ro/ro berth. The high percentage of the

shipments on general cargo vessels is related to the organization of

trade with substantial numbers of exporters and importers, which in turn

results in small consignments. Other important exports are sawn timber,

coffee, cotton and cotton oil, and fruit. The more important groups of

general cargo imports are food and beverages, eqiuipment (including iron

and steel) and fertilizers.

4.11 General cargo is handled mostly by conventional break-bulk and

multi-purpose vessels, although cargoes of fruit are carried by specia-

lized reefer vessels loading under unsatisfactory conditions at the old

fruit berth on the Bonaberi side (para. 4.03). The importance of con-

tainer and ro/ro traffic has been increasing rapidly in recent years,

aided by the new container berths and ro/ro facility. In 1980 container-

ized traffic through the Port of Douala reached 411,000 tons in about

35,400 containers, averaging 1L.6 tons per container. It rose to 553,000

tons in 1981. Roughly 60% of all cargo handled by ro/ro vessels are

containerized. Approximately 90% of the container traffic is handled at

the specialized container or ro/ro berths, with about 10% handled over

the conventional general cargo berths (berths 3-11). Unlike many other

developing countries, Cameroon's container traffic is fairly evenly

balanced, with 305,000 tons of imports and ,48,000 tons of exports in
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1981. This traffic pattern may, however, graduilly charge in the coming
years inasmuch as general cargo imports are expected to :row faster than
general cargo exports.

4.12 The average berth occupancy at the general carg< berths was 75%
in 1980 and 73% in 1981, which is fairly high and the average ship-
waiting time was 18 hours in 1960 according to ESPA. As ; result of
increased traffic, the berth occupancy of the general ca-go berths
increased to an exceedingly high 85% in the first months of 1982, thus
confirming the need for additional capacity. Apart from ships waiting
due to lack of a vacant berth, this estimate also includ-es waiting by the
larger vessels for high tide.

V. INVESTiENT PLAN ANI) THE PROJECT

A. NPA's Investment Plan

5.01 The Second Port Project was largely formLulated can the basis of
NPA's FYl977-1981 investment plan which laid heavy; emphasis on physical
elements geared to capacity expansion. The project prov-ided most of the
essential elements in that plan and also laid t-xe foundations for an
improved management system.

5.02 In view of the higher than anticipated traffic -increases, the
final part of this plan had to be accelerated by- about onle year in order
to satisfy the demand (para. 5.05). Therefore, the rehabilitation of the
old general cargo berths was successfully completted in 1980-1981.

5.03 For FY1982 to 1986, NPA has presented a new investment plan
(Annex 4, Table 5.1) for a total of approximately CFAF 27.0 billion in
constant francs, including replacements. The proposed project represents
about CFAi 7.5 billion from a total of CFAF 21.4- billion for the FY1983-
1985 period. Essential items left out of the pr-oject are the oil explor-
ation facilities, to be financed by the Governme at, and projects subject
to further study, or to be executed on force acc-ount by NPA.

5.04 This plan is geared to extending port c- aDacity feollowirig the
expected traffic increase, to improving security- of access, and to
improving quality of service provided by Douala Port to Landlocked
countries.

5.05 Capacity extensions in the plan include : (a) the rehabilitation
of quays I and 2, which are specialized for ALUC and CE~LLUCAM,
completed in FY1932; (b) an extension by two ber ths (incLuded in the
proposed project) which is needed by CY1985 wheri general raffic is
expected to reach 3.0 million tons; and (c) star t of construction of a
third container berth (included in the project s ubject tc> reconfirmation
of its justification before start of constructic>r) which is needed by
about CY1988 when the traffic is expected to rea ch about 3.7 million
cons. in addition, the investment plan includes items for impro-ving the
security of access and movement in the Port, wit - a stati-onary dredger
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and a buoyage vessel, a logistic base for oil exploration, and the
construxction of a new headquarters for NPA., as well as the National
Shipper's Council and the maritime companies. Subsidiarily, it includes

the construction of a storage area for the landlocked countries, part of

a regional project of assistance to these countries. The other items
replace existing equipment. In addition to the catpacity expansions under
(a) , (b) and (c) above, further general cargo capacity is likely to be

needed by the early 19 9 0s or when general cargo, including containerized
traffic reaches about 4.3-4.6 million tons. The extent and timing of
such further container or multi-purpose general cargo capacity expansions
will depend on the rate of growth in gener-al cargo, traffic, the degree of

containerization and the extent to which further productivity gains are

achieved.

5.06 Most significant items of this plan are economically and techni-
cally justified although the timing of the container crane purchase ained

at increasing berth capacity and the acquisition c>f a stationary dredger
have to be studied further. In connectiorn with the container cranes, it

was concluded that the construction of a third container berth would be
more advantageous taking into account the relatively modest investment
cost of such a berth in the case of Doualat (para. 6.04) and the fact that
the container and multipurpose vessels presently serving or planned for
Wes t Africa are equipped with their own cranes for- container handling.
During loan negotiations NPA agreed not to, acquire container cranes
except with justification acceptable to thte Bank. Studies for both

mai-ntenance and further deepening the chaoanel from 7.5 m to 9 m, are
included in the project. These studies will include technical, economic
and financial evaluations and will be made available to the Bank by
December 31, 1985. As agreed during negot-iations, NPA will present to
the Bank for review by June 30, 1984, as part of its corporate plan
inc luded in the Action Plan for Organizational Development, its
investment and financing plan in two parts: Part A including all items
economically and technically justified, and Part B. for items envisaged
but still subject to further studies. NPA will also present annually to
the Bank, for discussion as part of this Action Plan, proposed changes to
the investment and financing plan, over the disbursement period.

B. Objectives of the Project

5.07 The main objectives of the proposed project are:

(a) to provide additional port capacity to enable the Port of
Douala to handle increasing traffic- volumes under improved
conditions, and with reducetd ship-waiting and service
time;

(b) to improve navigational safety and ability to handle with-
out undue delays larger ships by replacing an old, ineffi-
eient rgboat by cqui rian n dletric psitioning
equipment, upgrading buoyage; and
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(c) to improve further NPA's management information systen, as
well as its administrative and operating efficiency-

C. Project Description

5.08 The project would comprise the following principal componnts:

(a) Civil Works

(i) construction of one 200 n long container ber-th and
two 200 m long multi-purpose marginal berths, for
handling mixed general cargo and, also at orme of
the berths, for loading f ruit. The berths will be
of steel sheet piling in 9.5 m water depth, with
cathodic protection;

(ii) construction of an approximately 46 n wide aad
146 m long partly ventilated warehoise behirid the
first berth, for storage of fruit arid genera1
cargo; and

(iii) construction of access roads and a railway s purl/
on the apron of the first berth to 1-ta-dle heavy
loads.

(b) Equipment

(i) mobile conveyors, for storage of fruit in th-e
ventilated part of the warehouse and for loading
of fruit onto ships;

(ii) a tugboat of 1,700 hp with approximately 2 5-Aton
bollard pull;

(iii) electronic positioning equipment; an-d

(iv) upgrading of buoyage at the entrance channel-

(c) Data 1cocessing

(i) technical assistance for data processing plaraniag,
including evaluation of computer reqluiremeut-s:
(8 man-months); and for software for manageument
and technical operations (75 man-months); an<1

1/ The railway spur will be counter-sunk in the pavement to ainimize the
wear of tires on the cargo-handling equipment and improve operations .
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(ii) a central processing unit and auxiliary equipment
as defined in the data processing plan under (i)
above.

(d) Consulting Services

(i) consultants for supervision of construction of

civil works, tugboat, and for recepcion of fruit-
handling equipment (82 man-months);

(ii) consultants for establishing a sys':em of staff
evaluation and incentives (10 man-months);

(iii) consultants for staff and manpower planning and
personnel administration (18 man-months);

(iv) consultants for organizing the records office and
for filing technical, economic and managerial
information (14 man-months);

(v) consultants, for a port sector study (12 man-
months);

(vi) consultants for a dredging study plus mathematical
model studies (30 man-months); and

(vii) consultants for navigation aid study (17 man-
months).

5.09 The consultants preparing the project considered alternative

solutions for the handling of fruit, including the construction of a new
multi-purpose berth (as recommended by them), the construction of a
specialized fruit berth and the use of existing general cargo berths.
Existing berths could not be used because of congestion and environmental
problems while a specialized fruit terminal was not found to be
economically and financially justified. The only suitable location for a
new berth, as originally proposed, would be somewhere in the existing
600 m long gap along shore, adjacent to berth 11 and between the existing
general cargo 'erths and the existing container terminal. Subsequently,
in light of recent rapid traffic growth NPA and the Bank agreed to
increase this project to two multi-purpose berths and a container berth.
Construction of the container berth has been included as an option in the
bid documents and in the project. Bank disbursement for this berth will
be subject co confirmation, acceptable to the Bank of its justification
(para. 5.L6).

D. Cost Estimates

5.10 The total estimated cost of the project is USS33.0 million
equivalent. The cost estimates for civil works shown below are based on
final designs and unit prices indicated by the consultants for similar
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works and the preliminary bid evaluation by NPA/Direction Centrale des

Marches (DCM) received in January 1983. The cost estimates for the other

items are based on information obtained from builders of boats and

equipment, and an estimated 183 man-months for consultants' work and 83

man-months of technical assistance for data processing at US$12,000 per
man-month including per diem, transportation and other reimbursable

items. Estimates are calculated in January 1983 prices and include price
escalation and physical contingencies over the project period. Given the

uncertainty in soil conditions (the area was used for dumping all kinds

of debris), 15% physical contingencieB were assumed for all civil

works. Price contingencies have been calculated for foreign costs at

8.0% in FY1983, 7.5% in FY1984, 7% in FY1985 and 6% in FY1986-1988; for

local costs at 12% annually.

Project Cost Summar 1 21

(OFAF million) (US mi i I ion) % of
Foreign % of Total

Local Foreign Total Local Foreign Total Exchange Base Costs

Civil Works 1,666 2,856 4,522 4.9 8.4 13.3 63 40

Fruit-Handling Equipment 34 272 306 0.1 0.8 0.9 89 3
Tug~oat -- 1,020 1,020 - 3.0 3.0 100 9

otronic Position Systems -- 170 170 -- .5 .5 102 2

yage -- 68 68 -- .2 .2 10C 1
Data Processing Equipment -- 272 272 -- 0.8 0.8 100 2
Consultants 238 544 782 0.7 1.6 2.3 69 6
Technical Assistance for

Data Processing 68 272 340 0.2 0.8 1.0 80 3

Total Baseline Costs 2,006 5,474 7,480 5.9 16.1 22.0 73 66
Physical Contingencies 238 612 850 0.7 1.8 2.5 72 7
Price Conting~encies 1,326 1,496 2,822 3.9 4.4 8.3 53 26

Total Prject Costs 3,570 7,582 11,152 10.5 22.3 32.8 68 99
Front-end fee on

Bank Loan -- 68 68 -- 0.2 0.2 100 1
Total Financing Pequired 3,570 7,650 11,220 10.5 22.5 33.0 68 100

1/ Rate of exchange 340 CFAF = 1.0 US$. Base costs as of

January 1983.

2/ For details see Annex 4, fable 5.2; the cost estimates exclude taxes

(the project will be exempted of taxes and dutie ).

5.11 Given the complicated soil conditions at the proposed location

of the new berths, it was difficult to estimate project costs reliably.
Furthermore, bid prices were expected to be affected by the existing

workloads of pre-qualified contractors. NPA decided therefore to receive

tenders prior to loan negotiations so that project costs could be

adjusted as necessary; normal physical contingencies have been retained



- 18 -

for civil works to cover possible claims arising from difficulties in

driving the steel sheet piling.

E. Project Financing

5.12 The Bank will finance foreign exchange costs of US$22.5 million

equivaient and NPA will finance local costs of the project of USS10.5

million equivalent.

F. Project implementation

5.13 NPA will be responsible for overall project implementation in

accordance with the time schedule as shown in Chart 2. NPA will engage

consultants satisfactory to the Bank to supervise construction of civil

works. NPA is preparing, with the assistance of consultants, performance

specifications for construction if a tugboat; the same consultants will

also assist NPA in evaluating the bids for the tugboat and will supervise

its construction. NPA had retained consultants to prepare tender docu-

ments for the fruit-handling equipment and assist in the acceptance of

the equipment. Overall project implementation is expected to take about

five years and is scheduled to be completed by the end of 1988

(Chart 2). NPA will also retain consultants for (a) port sector study;

(b) dredging study; (c) navigational aid study; (d) personnel

administration; (e) staff evaluation; and (f) information systems.

G. Procurement and Disbursement

5.14 All civil works and equipment wiil be procured under inter-

national competitive bidding procedures allowing Bank guidelines. The

computer will be procured under international competitive bidding fol-

lowing the performance specifications prepared by the consultants for

electronic data processing (EDP) planning, financed under the proposed
project- Prequalification of contractors for the Douala Port extension

civil works was carried out between July 15 and August 31, 1981 by NPA
and the procurement agency (Commission Centrale des Marches - CCM) and

the results were reviewed and six contractors prequalified. Also, draft

bid documents for the above works incorporating changes recommended by

the Bank have been revised and were distributed to the prequalified con-

tractors July 27, 1982. Bids were received by DCM in October 1982 and

preliminary evaluation completed by them December 1982. According to the

latest program reviewed with NPA in January 1983, the overall project

execution is expected to start after Board presentation (Chart 2). In

the civil works bid documents, the construction of the third berth has

been included as an option. Due to possibilities of additional cost

reductions, DCM/NPA are considering awarding the contract for all three

berths. NPA will appoint qualified consultants to assist with project

implementation. These and other consultants financed by the loan will be

terms and conditions satisfactory to the Bank.
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5.15 The proposed project includes provision of S$100,000 for retro-
active financing of expenditures incurred after July 1, 1982. This
comprises an amount of US$80,000 for the revision of NPA's EDP system and
preparation of a long-term plan for data processing to be completed
before procurement of the hardware equipment and software, as well as
USS20,000 for the preparation by consultants of performance specifi-
cations and bid evaluation for the tugboat.

5.16 The disbursement on the following items will be subject to the
preliminary fulfillment of specific conditions:

(a) the optional container berth will be subject to confirm-
ation, satisfactory to the Bank, that it remains
economically justified;

(b) The EDP hardware and technical assistance for software
vill be subject to the presentation by NPA of a long-term
ED? plan acceptable to the Bank; and

(c) the fruit-handling equipment will be subject to assurance
by NPA and the Government, satisfactory to the Bank, that
the equipment will be used for the intended purpose.

5.17 The proposed Bank loan would finance 63% of the total cost of
civil and related works, 100% of tugboat, data processing equipment,
electronic positioning equipment and upgrading of buoyage in the entrance
channel, 89% of fruit-handling equipment, 80% of technical assistance for
data processing and 69% of consultants' services. Disbursements from the
Bank loan wiLl be made on receipt of full documentation.

5.13 While preparing the disbursement schedule, various profiles
including that of the Second Douala Port Project were reviewed. The
normal Bank profiLes indicate a di-bursement period of about eight years
while the disbursement period for the Second Douala Port Project was five
years- In the case of the Third Douala Port Project, tende-s for civil
works have been recei-ed. Execution of these works is not expected to be
longer than 30 nonths. Taking these factors into account, the normal
Bank profiles were compressed to five years (Chart 2). The cost estimate
and the disbursements are bas ed on the following time schedule.
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Estimated Disbursement Schedule, FY1982-1
9 8 8

(USmillions)

IBRD
Fiscal Year ,uarter Cumulative
and Quarter

1983/84, quarter ending L.5 1.5
December 30, 1983
March 3, 1984 1.6 3.1

June 30, 1984 1.8 4.9

1984/85, quarter ending 2 6.1

September 30, 1984 .5 7.6

December 31, 1984 1.5 7.6

March 3L, 1985 1.5 9.1

June 30, 1985 0.6 9.7

1985/86 quarter ending

September 30, 1985 0.8

December 31, 1985 1.8 11.2

March 31, L986 1.2 12.4

June 30, 1986 13.6

1986/87 quatter ending i 14.3

Septemter 30, 1986 .2.0

December 31, 1986 1.2 16.0

March 31, L987 1.2 17.2

June 30, 1987 1.0 L8.2

L987/88 quarter ending.

September 30, 1987 1.0 19.2

December 31, l987 i.0 20.0

March 31, 1988 0.8 21.0

June 30, 1988 0.8 21.8

1988/1989 quarter ending 0.7 22.5

Sept'mber 30 1988

h. Environmental Impact

5.19 The proposed project should not ha-e any measurable adverse

effect on the Douala Port region. The transfer of fruit operations from

the Bonaberi side, adjacent to the clinker berth, to the new multi-

purpose berth on the Douala side should greatly improve the working

enviro-,ent for the stevedores engaged in fruit-loading operations.
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VI. ECONOMIC EVALUATION

A. Traffic Analysis and Projections

6.01 General cargo traffic at Douala increased at about 10% p.a.
between 1975 and 1980 and totalled about 2 million tons (para. 4.08).
Following a temporary slow-down in 1981, the rapid traffic growth
continued in early 1982 (para. 4.09). The rapid growth in general cargo
traffi , particularly for imports, accompanied substantial growth in the
Cameroon economy. As indicated in para. 2.01, GDP increased by an esti-
mated 8.1% p.a. between FY1977 and FY1981. With continuing Government

priority being given to agriculture and other productive sectors and with

substantial increases in oil and gas production expected, the prospects
for continued economic growth of at least 7% p.a., through the 19 8 0s

appear favorable.

6.02 Traffic projections for the Port of Douala through 1990 were
originally prepared by French Consultants OCCR. Long-term traffic fore-
casts for the Port of Douala and other ports through the year 2000 were

prepared by the Consultants BCEOM and OCCR in late 1980, in conjunction
with a major study of the prospects for a new deep-water port in the
southern part of Cameroon to help open up that part of the country.
Taking into account these studies, NPA prepared traffic forecasts for
Douala by major commodity through 1990, together with separate forecasts
for containerized traffic. These forecasts are reasonable and were, with

.rtain modifications, used for the economic evaluation. The modifica-
cions involved primarily the use of a somewhat faster rate of growth for
the category "Other Imports" and considerably more conservative forecasts
for certain future exports, particularly for fruit, logs and the category
"Other Exports." The general cargo traffic forecasts are summarized
below and indicated in more detail in Annex 4, Table 6.1.

Port of Douala General Cargo Traffic
Actual and Forecast, CY 1980-1990

('000s tons)

Actual Forecasts
1980 1981 1985 1988 1990

General cargo imports 1,164 1,211 2,053 2,705 3,234
General cargo exports 837 781 951 1,044 1,111

Total 2,001 1,992 3,004 3,749 4,345

These forecasts imply an average annual growth rate between 198b and 1990
of 11.0% p.a., for imports and 2 . 9 %Z p.a., for exports, showing an overall
average of 8.1% p.a. These growth rates are considered realistic and
perhaps somewhat conservative. The comparable average annual growth
rates for 1975-1980 were 13.0%, 7.3% and 10.1% p.a., respectively, when
GDP was growing only marginally faster than what is expected during the
1980s. If gas and petroleum revenues were used mainly for increased

U Cf apil goods, imports would increase
faster than envisaged.
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6.03 Some uncertainty exists with regards to the future development

of banana exports: Betwee. 1973 and 1979, exports averaged 70,000 to

80,000 tons, but fell to '4,000 tons in 1980 (Annex 4, Table 4.1) and to

58,000 tons in 1981 due to drought and plant diseases. Inland transport

and the loading facilities have also been problem areas. The Government

is aware that measures need to be taken to revitalize the industry and

has already taken some steps including: (a) a study by French experts to

determine ways to improve inland transportation from banana plantations

to the Douala Port; and (b) the early 1981 management shake-up of the

Cameroon Banana Organization (OCB). Some thought is also being given to

irrigation to improve quality and quantity and reduce seasonal fluc-

tuation in production. Marketing is not considered a constraint due to

the existing marketing arrangements which guarantee the Cameroon a quota

in France at favorable prices. Inprovements to the port facilities are,

however, important for any recovery and expansion as assumed by the Con-

sultants and NPA. The Consultants assumed that banana exports would

recover and stabilize at about 80-90,000 tons along with 10-20,000 tons

of pineapples, for a total fruit export volume of about 100,000 tons.

These forecasts are much lower than NPA's latest forecasts. For this

report, a lower, constant banana export figure of 50,000 has been used

together with 20,000 tons of pineapples for a total fruit tor-age of

70,000.

6.04 As indicated in para. 4-1, container and ro/ro traffic have

been increasing rapidly in recent years. For their traffic forecasts and

analysis of general cargo berth utilization and ship-waiting time, the

Consultancs projected container and ro/ro traffic through 1990. These

appeared overly conservative to NPA who, based on a commodity-by-

commodity analysis, prepared new forecasts for container traffic through

1985. According to these forecasts, the container volume projected by

the Consultants fcc 1990 might be achieved as early as 1985. For the

Part Simulation Model (PORTSL) analysis of the general cargo berth uti-

lization and ship waiting by the Bank, NPA's projected extent of contain-

erization was broadly used and extended to l990. According to these

forecasts, containerized traffic would increase from about 21% of all

general cargo traffic in 1980 and 27% in L981, to about 4L% in L985 and

55% in 1990. Without the existing excess capacity of the container

terminal and the expected increase ia the share of containerized traffic

in the increasing general cargo traffic, additional general cargo

capacity would have been required earlier and at the rate of about one

new berth per year. The addition of the two multi-purpose berths are

required by CY1985. Depending on the traffic growth, the degree of

containerization, and the improvements in cargo-handling productivity at

the container terminal, the addition of a third container berth will be

needed by about CY1988. As indicated earlier (para. 5.14), NPA therefore

has included in the civil works bid documents an option for construction

of one additional container berth, expected to be completed by 1988. NPA

has also requested its inclusion in the proposed project, subject to

confirmation of its justification on the basis of updated traffic and

pr ctvy d - y voiding double mobilization and the need for

construction of a return wa7ll, this approach results in lower
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construction costs than if tendered separately; the incremental cost of
the container berth, without price contingencies but including physical
contingencies, is about USS4.2 million- The incremental justification
for the third berth is discussed further in para. 6.11. It was assumed
that all full container vessels, part of containerized traffic by multi-
purpose vessels and all ro/ro traffic would be handled at the specialized
container and ro/ro berths, that the two multi-purpose berths would
handle both containerized general cargo, including fruit a., that the
remaining traffic would be handled at the existing general cargo
berths. For the economic analysis, traffic volume beyond 1990 was kept
constant as additional port capacity could then be needed.

B. Project Benefits

Container and Multi-purpose Berths and Related Equipment and Services

6.05 The quantified benefits from these items include:

(a) reduced ship-waiting times for general cargo vessels,
including multi-purpose vessels, as well as full container
vessels due to increased port capacity -- the project item
is not assumed to affect general cargo handling
productivity significantly and no benefits from reduced
general cargo ship service times were therefore
considered;

(b) reduced ship service times for reefer vessels loading
bananas or pineapples;

(c) reduced damage to banana cargoes and hence greater returns
to banana exporters as the price for bananas varies with
the quality of the fruit at unloading.

Benefits which have not been quantified include greatly improved working
conditions for dockers Loading fruit, avoidance of the extra cost to ship
owners fron clinker dust, some reduction in ship waiting of clinker
vessels which may be able to use the vacated banana berth in anticipation
of discharging clinker or for final clean-up! and supplemental

employment generated during project construction.

6-06 PORTSIN was used for estimating general cargo ship-waiting time
costs as well as reefer service time and ship-waiting costs using an
average daily cost of S9,000 per day for reefer vessels and $8,000 for
general cargo vessels; S9,500 for multi-purpose vessels carrying
substantial quantities of containers and $3,800 for full container
vessels. Reefer vessels could load up to 2,000 tons in 36 hours as

1/ Additional investment would be required by CIMENCAM before the berth
could b- used for dischargifn 1nr
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compared with the present loading rates of about 75 hours, -aking int"

account a new conveyor loading system and ventilated storage for buffer

stock provided under the project. For general cargo vessels it was

assumed that productivity would continue to improve moderately, from
about 560 tons per vessel day in 1981 to about 650 tons per day in 1985
and 700 tons in 1988. For full container vessels using ships gear the

productivity was assumed to improve from about 2,300 tons per day in 1981

to about 3,000 tons in 1988. These productivity rates are considered
reasoaable. The same general cargo productivity figures were used with

and without the project.

6.07 The estimate of potential benefits from reduced damage to fruit

cargoes from the transfer to the new multi-purpose facility with improved

cargo-handling equipment and ventilated storage is based on: (a) an
export volume of 50,000 tons of bananas; (b) average prices on the French
market in L980 by category based on quality characteristics; and
(c) details of the share of Cameroonian bananas sold in France in 1980 by
category as well as assumptions regarding the possible increase in the
relative share of the higher quality by categories as a result of better
port facilities and less damage to the fruit during waiting and loading.

6.08 For the econL-ic analysis, it has been assumed that all benefits

from reduced reefer service times and costs, as well as the reduced
damage to bananas, and hence higher prices would accrue to Cameroon.
This assumption is reasonable since bananas are sold on a commission
basis in the importing countries rather than on a f.o.b- basis. Thus,
both the eight costs and the effects of lower banana quality and price
are borne by Cameroon. In the case of reduced general cargo ship-waiting
costs, it has been assumed that only 60% of these benefits would accrue
to the Cameroon, resulting from the further assumption that national flag
vessels will carry at least 20% of the general cargo trade with all bene-
fits accruing to Cameroon but that only 50% of the avoided ship-waiting
costs to foreign ship-owners will be recaptured by Cameroon through
avoided surcharges or freight increases and through increased port
charges (para. 7.06). The share would be greater if Cameroonian vessels
carried a greater share, such as the 40'K mentioned in the United Nations
Convention on a Code of Conduct for Liner Conferences. The resulting cost
and benefit streams are summarized in Annex 4, Table 6.2. The capital
cos include physical contingencies.

New Tug and Navigational Assists

6.09 The Port of Douala has two boats: (a) one is six years old with
an engine of 1,200 hp but an effective power of only about 850 hp due to
a stability problem; and (b) one twenty-year old vessel with an engine of
950 hp. The second tug is approaching the end of its economic life.
Furthermore, the relatively modest horsepower of the tugs makes for
difficult maneuvering of the larger vessels, takin- into account the
currents and wind as well as the relatively restricted turning basin,
particularly for tankers and dry bulk vessels. According to NPA, at
present the tankers and dry bulk vessels lose about 2 hours for
berthing/unberthing due to tug limitations; similar losses occur to about
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60% of the general cargo vessels while another 10% may lose up to 12
hours- In addition, about 10% of the vessels lose about one hour waiting
for tugs for shifting. The main quantified benefit from the _cquisition
of the new, more powerful (1,700 hp) tug will therefore be reduced ship
waiting and berthing/unberthing times- An additional benefit, which has
not been taken into account in NPA's analysis, is the savings in all or
part of the operating costs of the existing old tug which would be at

least partly replaced by the new tug.

6.10 The electronic positioning equipment and upgrading of existing
buoyage at the entrance channel to Douala will improve navigational
safety as well as dredging efficiency. Due to their small investment
cost and significant benefits, a separate economic evaluation was not
carried out.

C. Economic Return and Sensitivity Analysis

Container ird Multi-purpose Berths and Related Equipment and Services

6.11 On the basis of projected general cargo traffic and producti-
vity, the quantified benefits discussed in Section B above, estimated
capital costs (including physical contingencies), maintenance/operating
costs and a 2 0-year economic life, these project items (representing
about 73% of the project cost) would yield a rate of return of 34% and a
FYB of 22% with a 12% cost of capital. Even if all the benefits related
to avoided damage to fruit and reefer ship waiting and service reductions
were excluded, the project would yield a rate of return of 29% with a FYB
of 17%, which is satisfactory. The incremental FYB for the optional
third berth is L7% in 1988 based on the best assumptions for traffic
growth, degree of containerization and productivity. The incremental
economic rate of return (ERR) for the third berth would be 34%. if
traffic levels were to be 10% lower than forecast or if productivity at
the container terminal were to be 5% higher than foreseen, the FYB for
the optional berth would fall to 7% or 13% in 1988 respectively. Taking
into account the fact that the cost of construction of the berth would be
higher if construction were deferred and carried out separately
(para. 6.04), as well as the satisfactory incremental rate of return for
the berth, it is considered appropriate to include the third berth in the
proposed project. However, in light of the justification's sensitivity
to lower traffic growth and higher productivity, disbursements for this
berth would be subject to confirmation, satisfactory to the Bank, that
the berth remains economically justified.

Tugboat

6.12 The economic analysis prepared by NPA takes into account the
acquisition cost of the new tugboat and its full operating and
maintenance costs on the one hand and the reduced ship waiting and
berthing/unberthing times and costs based on existing conditions on tne
other. On this basis the ERR is estimated at 18%. The analysis is
conservative as it does not take into account the savings of at least
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part of the operating and maintenance costs of the old tug and the fact
that waiting and berthing/unberthing times and costs without the new tug
would have increased substantially as the old one became less and less
useful and the Port would basically be left with one tug.

Combined

6.13 The ERR for the project as a whole, including the costs and
benefits from the two multi-purpose berths with related equipment and the
tug as well as the costs of data processing, navigational aids and
technical assistance, but without counting any benefits from these items
would be 27%, and 24% if the benefits related to fruirS are excluded.
These rates of return exclude benefits assumed to accrue to foreign
shipping lines. The sensitivity of the rate of return to more
pessimistic assumptions on key variables were tested. The main results
are indicated in Annex 4, Table 6.3 and are satisfactory. The project is
therefore considered well justified.

VII. FINANCIAL EVALUATION

A. Past and Present Situation

7.01 Since 1976, NPA has followed the financial policy agreed under
the Second Port Project, whose main characteristic was to significantly
raise cash generation for servicing rising interest on the debts incurred
for financing the port extension. NPA's nominal contribution to invest-
ment was anticipated to decline, because the annual amount of investment
was expected to decrease substantially after the opening of the new
facility in FY1980. however, the actual activity level of the Port has
been somewhat higher than projected and! further capacity extensions have
been needed since FYL980. Therefore, NPA's principal problem at present
is to further raise its cash generation for backing its development
plans.

7.02 Tables 7.1-7.6 in Annex 4 snow NPA's and Douala Port's balance
sheets, sources and applications of funds, and income statements for
FYs1975-1982. A summary of the tables follows for FY1976-1982:
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Summary of NPA's Financial Statements, FY1976-1982
(in million CFAF)

FY1976 FY1978 FY1980 FY1982
income Statements
Operating revenue 2,180 3,584 5,322 8,781
Kcrking expenditures 1,441 2,267 3,238 4,863
Cash generated fro operations 739 1,317 2,084 3,918
Depreciation 652 814 1,377 2,199
Interest 2 151 942 1,369
Net profit. (loss) 71 352 (235) 429

Working ratio .66 .63 .61 .55
Debt service

coverage ratio - 9.1 2.2 1.87

salance S4eets
Net fixed assets 9,639 21,153 39,010 47,384
Equity 10,625 12,646 17,236 20,413
Long-tern debt 365 9,502 23,267 25,700
Net working ipital 1,351 995 1,493 (1,271)
Net current assets (excluding cash) 469 614 818 (823)
Cash 882 381 675 (446)

Debt equity ratio 3/97 43/57 57/43 56/44
Rate of return on fixed assets .7 3.0 2.1 4.0

Sources and Applications of Funds
Applications

Capital investment 922 9,562 10,283 3,803
Debt service 2 151 1,067 2,011

otal applications 924 9,713 11,350 5,814
Sources
Casn generatec from operations 739 1,317 2,084 3,870
Grants and subsidies
On investments 165 1,255 2,373 1 '<3
Long-terw borrowing 370 8,699 8,163 1,151

otal sources 1,274 10,166 12,620 6,061
increase in working capital (dec.) 820 876 1,219 481
Cash'icreAse (decrease) (470) (42 ( 51) (234)

7.03 The nain change in NPA's situation has been the need, since
riL9/o, foT i higher cash flow to cover interest on long-term debt which
wis close t z:ero in FY1976 and CFAF L,369 million in FYi982. This
increase was anticipated as early as 1976 and its actual amount is in
keeping ith the projections made under the Second Port Project.

- -- s cash generation has increased sufficiently in the past tocover its det service. It was CFXF 739 million in FY1976 (34% of
reveae) ard reached CFAF 3,918 million in 1982 (44% of revenue). The

= ~c2n is a~ttibtable tO productivity gains and to timely
tari~r icreases.
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7.05 Revenue increased by 302% from 1976 to 1982 (26% per annum).
This increase is attributable to traffic increases of 96% (11.9% per
annum) and tariff adjustments of 105% over six years (25% in real terms).
Port revenues are based on the tonnage of merchandise imported and
exported, on the number and size of ships, and on the berth occupancy.
In the past, these statistics showed dissimilar trends: tonnage increased
by about 11.9% per year; average ship size increased mcderately from
8,317 tons gross weight 4- 1976 to 9,245 tons in 1982; ship number
increased slightly from i,328 to 1,391 during the same period of time,
and berth occupancy was about constant with 3,920 days in FY1976 and
4,256 days in FY1982. The stagnation of berth occupancy and number of
ships is attributable to the 71% increase in average ship load and to the
increase in cargo handling productivity. Therefore, with constant
tariff, NPA's revenue would have increased only on merchandise, while
other categories of revenue would have stagnated. In order to compensate
for these changes in the traffic structure, tariffs were selectively
raised: moderately on merchandise (about +48%) and more significantly
against ship (about +187%). The price of rentals, which was insufficient
in 1976, has been also increased significantly by about 160%.

7.06 During the 1976-1982 period, NPA's tariff structure has thus
significantly improved. However, it reflects mainly the direct cost of
services, excluding depreciation on all operational assets, interest, and
overhead expenses- During negotiations, NPA has accepted to include in
the Financial Action Plan, a revision of its tariff structure based on
full costs, including depreciation on all operational assets, interest
and a sufficient contribution to overhead expenses.

7.07 Working expenses increased less than revenue (237%, or 22% per
annum), from 1976 to 1982. This increase was reasonable, considering the
72% inflation during the same period and the 96/ traffic increase. The
constancy of the total number of staff in combination with the increase
in traffic during the period indicates that staff productivity gains were
substantial, but the most recent indIcations suggest that these economies
of scale may nave come to an end. Therefore, additional efforts havc to
be made to control staff numbers and costs. Staff number and cost will
be controlled through: (a) improved manpower planning (para. 3.07); and
(b) modification of the annual salary increase system, so as to replace
the present automatic merit increase by a differentiated increase
depending on individual performance, as evaluated through the personnel
evaluation and grading system to be implemented under the proposed
project (para. 3.08). NPA has agreed, as part of the Financial Action
Plan, to limit total average salary increases resulting from promotion
and seniority to 3% per annum starting in FY1984. Technical assistance
is provided under the proposed project for these purposes (paras. 3.08
and 3.14).

7.08 As a consequence of the trends in revenue, costs and interest on
long-term debt, NPA's self-financing capacity after debt service payment,
available for investment financing and raising working capital on its own
funds, has moderately improved from CFAF 737 million in FY1976 to
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CFAF 1,993 million in FY1982. This increase in nominal terms corresponds
to a stagnation in real value, which was foreseen under the Second Port
Project, as the main NPA investment program was expected to be completed
by FY1979, and therefore no increase in NPA's self-financing capacity in
real terms for FY1979-FYL982 was anticipated by that time. However, as a
result of the recent treads in traffic, and the good prospects for future
developments, NPA accelerated its investment plans. Therefore, NPA's
cash generation must be raised significantly to meet future debt service
and self-financing requirements (para. 7.20).

7.09 NPA's investments in fixed capital for the FY1976-1982 period
amounted to CFAF 47.1 billion and were generally supported by adequate
financial studies. The investments included mainly the second Douala
Port Project, in addition to which NPA spent about CFAF 21 billion for
the rehabilitation of the old port and miscellaneous operations, which
were generally justified, financed mainly from external funds. Over the
FY1976-FY1980 period, NPA's contribution to investment declined from 42%
in 1976 to zero in 1980, while capital investment was increasingly being
financed from the Government's contribution and subsidiarily, from short-
term resources. Since FY1980, NPA has succeeded in raising its
contribution to about 22% in FY 1982. In the future, the recent trend
should be amplified, and the financial autonomy and working capital of
NPA restored (See Financial Action Plan, Annex 5B and paras. 7.22-7.23)

Summary of NPA's
Investment Financing Policy 1976-1980

(cumulative in million CFAF)

Applications
Capital investment 47,187

Subsidies and grants 9,134
Long-term loans 27,842
NPA's contribution 10,211
% NPA 21%

)-10 Total long-term sources of funds (including NPA's cash genera-
tion, long-term borrowings and subsidies from the Government) were lower
than total long-term applications of funds (including capital investment
and debt service) over the FY1976-FY1982 period (CFAF 48,917 million, as
compared to CFAF 51,363 million) (Annex 4, Table 7.3). Hence, NPA's
working capital decreased alarmingly from CFAF 1,498 million in FY1975 to
minus CFAF 1,271 million in FY1982.

7-1i Moreover, NPA's aanagement of net current assets (excluding
cash) has contributed to worsen its liquidity situation: commercial
receivables increased significantly from CFAF 612 million in FY1976 to
CFAF 2,267 million at the end of FYL982, equivalent to three months of
revenue, despite recent improvement in the billing and collection
system. As part of the Financial Action Plan, NPA has agreed during
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negotiations to pursue its efforts and to strengthen the authority of the
operational department--which is in closer contact with the customers--
for charge cellection. This move will permit the level of commercial
receivables to be reduced from three months of revenue to two months by
June 30, 1984. This target is included in the Financial Action Plan.

7.12 The combination of increasing commercial receivables and
financing part of the capital investment from short-term resources has
resulted in a very tight cash situation, whereby, as of June 30, 1982,
NPA had a CFAF 446 million overdraft. NPA's future financial policy
should improve this situation (para. 7.22).

B. Future Situation

7.13 In order to determine under which conditions NPA will be in a
position to generate the cash required to finance its long-term invest-
ment plan and restore its cash situation, the financial tables
(Tables 7.7-7.9 in Annex 4) have been prepared in current CFAF. Assump-
tions for future prices and traffic are shown in Annex 4, Table 7.10-
Subsidiary tables have been prepared for the Douala Port alone and are
contained in the project files.

7.14 Determining factors for the future financial situation of NPA
are as follows:

(a) Traffic will continue to increase rapidly, sustained by
Cameroon's good growth prospects and increasing oil
revenues. A growth rate of 9.3% p.a. for total traffic
(4.2 million tons in 1982 and 5,4 million tons in 1985)
which has been forecast for the FY1982-1985 period
(Annex 4, Tables 6.1 and 7.10), will prove decisive for
expected improvements in NPA's financial situation;

(b) The most important basic infrastructure capacity
extensions of the Port have been completed under previous
projects. Future investment needs are expected to be
fairly limited (about CFAF 5-4 billion p.a. , Annex 4,
Table 5.1). They should however be phased according to
the actual growth in traffic, in order to permit an
improvement in NPA's financial rate of relurn; and

(c) NPA's debt service will increase significantly starting in
FY1983, because the grace period on major loans for the
Second Port Project will terminate and because of the
increase in interest rates on future loans. This increase
will put a constraint on NPA's borrowing capacity.
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7 -15 in view of these factors, NPA's financial policy must aim at:

(a) raising its cash generation to service its substantial
debt resulting mostly from past investment, and to finance
the necessary increase in its working capital;

(b) improving the management of its commercial receivables, to
further improve its liquidity; and

(c) avoiding excessive increase in long-term debts, and conse-
cutive additional debt service, by raising NPA's capital
investment self-financing rate.

Raising Cash Generation

7.16 in order to meet the objectives mentioned above, cash generation
must soar froz CFAF 3.9 billion in 1982 to CFAF 7.4 billion in FY1985 and
9.b billion in FY1987 . It will require that revenue growth reaches
68% (18.9% per annum) between FY1982 and FY1985, while working expenses
would only increase by 52% (14.9% per annum). This forecast increase in

cash generation from operations is, however, a continuation of past
performance, and is feasible under projected traffic increase and
acceptable tariff ad justments.

7.17 The I8% increase in revenues between FYl982 and FY1985 will
result fro, tariff adjustments for about 46%, and from traffic growth for
about 15". Of tbe 46 tariff increase, 39% will be due to price
increases, and about 5 to limited tariff increase in real terms.
A 16Z Eariff increase, equivalent to a 5% increase above inflation, to be
effective in FYl983, is necessary to allow NPA to improve its cash
situation. The principies for future tariff increases was agreed during
negotiations and incorporated in the Financial Action Plan and in the
guarantee AgreeTet he 15% increase in revenue due to growth in
traffic corresponds to a high 30% tonnage increase, but is partially
otfset by ad avarage ship-berthing time (from 3.1 days in FY1982

Sab out .8 S n -Y985) because of productivity increases.

7 . 18t 52%/ increase in working expenditure during the
F 1e i due: (a) for 33% to the effect of anticipated
increases in internat ional prices averaging 9% per annum and in domestic
pric ragin iDer annum, together with annual salary increases
slighty i ation; and (b) for 14% to the effect of increasing
port y ucor-Ing expenses. However, a reasonable 2.5% annual

increase wias also taken into account, as a result of
t e aken by NPA in this respect.

7.19 The 7E b. il ion cash generation objective for FY1984
( .nf Fl986) corresponds to a working ratio of
appro . fr L :5-9FY 964 onward. Target values of respectively .52

nd.5 a Li i eed in NPA's Financial Action Plan (Annex 5), as agreed
. inanciai rorecascs are summarized below and

dtle nx ables 7.7 to 7.10.
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Summary of NPA's Projected Financial Statements

(in CFAF millions'

1982 1984 1986

Income Statements
Operating revenue 8,781 12,936 17,090

Working expenditures 4,863 6,515 8,351

Cash Generated from Operations 3,918 6,421 8,739

Depreciation 2,199 3,L35 4,034

Interest 1,369 1,537 2,484

Net Result on Operations 429 1,913 2,404

Working ratio .55 .50 .50

Debt service coverage ratio 1.87 2.62 2.22

Balance Sheets
Net fixed assets 47,384 62,845 71,059

Equity 20,413 31,915 35,525

Long-term debt 25,700 30,582 36,664

Net Working Capital
Net current assets

(excluding cash) (825) (366) 374

Cash (446) 18 757

Debt equity ratio 56/44 51/49 51/49

Rate of return on revalued
fixed assets (%) 3.7 4.5 4.9

Sources and Applications of Funds
Applications

Capital investment 3,803 12,997 7,815

Debt service 2,011 2,441 3,934

Total Applications 5,814 15,438 11,749

Sources
Cash generated 3,870 6,309 8,553

Grants and subsidies on capital
investments 1,040 4,025 30

Long-term borrowing 1,151 5,571 4,121

Total Sources 6,061 15,905 12,703

increase in working capital (dec.) 481 575 446

Cash increase (dec.) (234) (99) 509

Cash balance at end of year (446) 18 757

7.20 With the investment plan described in Chapter V and in Annex 4,
Table 5.1, NPA will have, after servicing the de bt, a rapidly increasing
self-financing capacity amounting to CFAF 1,859 in FY1982, CFAF 3,868

Cilio i V1O29 6nd CfAF , Million in FY1986. Tis -- SalE-fIn anIng

capacity must be used: (a) to increase NPA's share in future investment
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financing in order to limit its debt service increase; and (b) to meet
its working capital and cash needs.

improving Cash Situation and Working Capital

7.21 NPA's net short-ter assets, including cash are insufficient,
and even negative. imposing unnecessary budgetary constraints cm oper-
ations. They are expected to increase by CFAF 1,199 million, from
CFAF -825 million in FY1982 to CFAF 374 million in FY1986. NPA will
contribute these CFAF 1,199 million from its self-financing capacity.
NPA has agreed during negotiations to include in the targets of its
Financial Action Plan, the reduction of commercial receivables to two
months ot revenue. These measures will permit NPA to wipe out its bank
overdraft by the end ot FY1983 and to maintain its cash at a sufficient
level (CFAF 757 million by the end of FY1986). NPA agreed to include in
its Financial Action Plan the elimination of overdrafts by December 31,
1983, except for short periods.

Increasing NPA's Contribution to Capital Investment

7.22 NPA's contribution to future capital investment must be raised
starting in FYi982 in order to limit the increase in NPA's debt service
and to avoid the decrease of its debt service ratio below the 2.0 level
by FYL986. With the projected increase in cash generation and improve-
ment in the management of NPA's working capital, NPA's contribution to
future capital investment can be raised from 26% in FY1982 to 37% from
FYl98b forward. A 17% contribution for FY1984 and a 40% contribution
from NPA to its capital investment by FY1986 were agreed upon during
aegotiations and included in NPA's Financial Action Plan (Annex 5).

Financing of Capital Investment, FY1982-FY1986
(in millions of CFAF)

1982 1984 1986

Capital investment
(less force account) 2,961 11,959 6,559

New borrowing 1,151 5,571 4,121
Government

contribution 1,040 4,025 30
NPA's contribution 770 2,363 2,408
NPA's contribution
% of capital investment 26% 20% 37%

7.23 In order to prevent NPA's debt service from increasing exces-
siveiy, NPA agreed during negotiations to present its five-year
investment and financing plan for Bank review (para. 5.06). This invest-
meat plan must include future acquisitions and equipment to be utilized
under ieasing agreements. Furthermore, to ensure NPA's financial viabil-
itv, NPA agreed during negotiations not to incur any debt or leasing
cnIt= n, ZiutBk's reeet, unless its debt service ratio for
the previous fiscal year is greater than 1.8. In addition, NPA will not,
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without prior consultation with the Bank, carry out any investment other

than those listed in Part A of the investment plan exzept with respect to

items not exceeding in the aggregate the equivalent of CFAF 300 million

within a 12-month period.

Rate of Return on Net Fixed Assets and Profitability

7.24 Under the projected traffic increase, the investment plan and

financing policies outlined above, NPA's net result will notably improve

and increase from FY1983 onward. It will reach a satisfactory level of

CFAF 1,809 million in FY1984 and CFAF 2,218 million in FY1986. The

corresponding rate of return on net revalued fixed assets will improve

from a 3.7% value for FY1982 to 4.9% from FY1936. A 4.5% target rate of

return on revalued net fixed assets from FY1983 to FY1985, and 5.5% from

FYl986 onward was agreed upon during negotiations-

VIII. AGREEMENTS AND RECO1MENDATIONS

8.01 The following agreements were reached during negotiations:

(a) The Government and NPA agreed:

(i) To consult with the Bank before finalizing any

arrangements whereby a third party would

participate in the ship repair yard activities

(para 3.06);

(ii) That NPA's revalued fixed assets will be

incorporated in a separate set of financial

statements to be presented to the Bank annually,

and that related estinates be updated annually

(para. 3.12); and

(b) NPA agreed:

(i) To subait to the Bank for review by March 31, 1984

a plan for future maintenance dredging

(para. 1.02);

(ii) To the Action Plan for Organizational Development,
and to implement it in accordance with the agreed

time schedule (paras. 3.03, 3.04, 3.07, 3.14 and

3.15);

(iii-) To continue to submit to the Bank audited

financial statements within six months after the

end of each fiscal year (para. 3.12);

(iv) To make available to the Bank by September 30,
1983 for agreement, the results of the review of
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the existing data processing system and the long-

term plan for data processing as prepared by the

consultant employed by NPA (para. 3.18);

(v) Not to acquire container cranes except with

justification acceptable to the Bank (para. 5.06).

(vi) To submit to the Bank for comment 'y December 31,

1985 the report on the dredging study dealing with

maintenance and capital dredging of the Port of

Douala and the entrance channel (para. 5.06);

(vii) To appoint consultants, on terms and conditions

satisfactory to the Bank, for project implement-

ation (paras. 5.13, 5.14);

(viii) To the measures set out in the Financial Plan of

Action and to implement these measures in

accordance with the agreed time schedule

(paras. 7.i, 7.17, 7.21-7.23);

(ix) Not to incur any financial commitment (borrowing

or leasing) during the project disbursement

period, without the Bank's agreement if its debt

coverage ratio--defined as cash generation divided

by the debt service for the same year--has been

below 1.8 for the preceding fiscal year
(para. 7.23);

(x) Not make investments other than those included in

Part A cf the investment plan in excess of

CFAF 300 million within a 12-month period without

prior consultation with the Bank (para. 7.23); and

(xi) To adjust tariffs so that the rate of return on

revalued net fixed assets will be about 4.5% from

FV1983 to FY1985, and 5.5% froL FY1986 onward

(para. 7.24).

8.02 As conditions for disbursement of funds for data processing

hardware and software as well as for fruit-handling equipment, NPA agreed

to submit a long-erm data processing plan satisfactory to the Bank

(para. 3.18) and the Government and NPA agreed to give the Bank
satisfactory assurances that the fruit-handling equipment will be used

for the intended purpose (para. 5.16). Disbursements of funds for the

thicd berth will be subject to confirmation, satisfactory to the Bank,
that it ramains economically justified (paras. 5.L6 and 6.10).

8.03 The proposed project is suitable for a loan to NPA of US$22.5
million equivalent on standard Bank terms.
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CANEROON

THIRD DOUALA PORT PROJECT

Past Bank Group Activities in the Transport Sector

Over the past ten years, the Bank Group has loaned Cameroon

nearly USS259 million for the transport sector: US$70.5 million for

railway projects, US$26.5 million for port projects, and US$150.3 million

for highway construction and maintenance projects, and US$11.0 million

for a sfeeder road project. The transport sector represents the second

Largest share (43%) of the Bank's past commitments in the Cameroon,

closely following the agriculture sector (44%).

First Railway Project (Loan 687-CN, USS5.2 million, 1970)

Track renew - and rehabilitation, new freight cars and spares,

reconstruction of the apoma Bridge, and consulting services for the

Douala-Yaounde realignment were provided by this loan. Financial

covenants were not met due to overestimates of potential productivity and

traffic volumes, and underestimates of staff costs. The rolling stock,

track and consulting cervices components were executed satisfactorily.

The bridge reconstruct:lon ran into technical difficulties which had to be

resolved under the Second Railway Project (Loan 1038-CM).

First Highway Project (Loan 663/Credit 80-CM, USS19.9 million, 1970)

The project included construction of the Ngaoundere-Garoua and

the Tiko-Victoria Roads, feasibility studies and final engineering of the

Garoua-Mora and Douala-Kekem Roads. Engineering problems with the drain-

age design resulted in construction delays which led to cost overruns due

to inflation. These were borne by the Government. The Project

Performance Audit Repot (No. 1574, April 29, 1977) for the project

concluded that, in addition to reducing delays in project implementation,

the Government should better coordinate transport activities. Improve-

ments are being carried out partially under the Technical Assistance

Project a-d the Third and Fourth Highway Projects. The transport sector

study to be carried out under the Fifth Highway Project will also be

designed to achieve this objective.

First Douala Port Project (Credit 229-CM, US$1.5 million, 1971)

The project provided for an industrial quay at Bonaberi and

improved log handling facilities at Douala. Operating costs increased

more rapidly than projected and target operating ratios were not met in
adiio o um o thrcrdt oenns TheTh physical exectiona ~tm jf t-a"cr PIC YL G Ca CU VC0L L~ - C.)

of the project was sacisfactorily completed in 1974 with some delays.

The Project Performance Audit Report (No. 1604, May 24, 1977) for the
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project concluded that, despite a two-year delay in the completion of the

works (due in part to Government procedures for prequalifications of

tenderers and contract awards), the project has succeeded in removing
serious bottlenecks in the Cameroon s port capacity. It also concluded

that the project had contributed significantly to the definition of a

long-term port development strategy, including improvements in the

institutions concerned and in the financial situation (even though the

covenanted financial objectives were not fully achieved).

Second Highway Project (Loan 935/Credit 429-CM, USS_48 million, 1974)

The project covered the construction of three roads to paved
standards: (a) Pont du Noun (Bafoussam)-Foumban Road (50 km);

(b) Liguil-Mora section (163 km) of the Garoua-Mora Road; and (c) Douala-

Kekem Road, a road maintenance study and technical assistance. The road

maintenance study and reconnaissance study of forest evacuation roads
were completed in May and December 1978, respectively. The roads were

completed satisfactorily by July 1978 with the exception of the Garoua-
Figuil Road (95 km) which the Government agreed to postpone. The cost of
the project doubled due to inflation in 1973/74. A supplementary credit
of U^$15.0 million was approved in March 1976 to help alleviate the
burden imposed on the Government by the project's cost overrun.

Second Railway Project (Loan 1038-CM, US$16.0 million, 1974)

Additional rolling stock and equipment, partial financing of the
reconstruction of the Japoma Bridge, track renewal and consulting
services were included under this project. Difficulties at the bridge
site have been resolved but due to recession of the timber market, finan-
cial targets were not met. Exchange depreciation has nec-ssitated sup-
plementary financing for part of the equipment ind the consulting
services under the Third Railway Project.

'lhird Railay Project (Credit S-4 CM, US$2.3 million, 1976)

The project included a feasibility study and detailed engineer-
ing for the Douala Station and marshalling yard, as well as financing for
part of the equipment and the consulting services from the Second Railway
Project. The feasibility study, detailed engineering for the new
station, and design study for the running shed and maintenance facilities
were completed satisfactorily. Additional technical assistance is needed
to fully implement the consultants' recommendations. This engineering
credit has been refinanced under the Fourth Railway Project. The Project
Performance Audit Report on the Second and Third Railway Projects
(No. 3056, june 30, 1980) concluded that the projects' purpose was
largely achieved but that the re-estimated economic rate of return is 10%
against 13% estimated at appraisal due to shorter useful life of track,
renewal works and lower than expected productivity of rolling stock.
Compliance was aet on most of the loan covenants, but the financial

pecte nt ftrlaff miet ecus fly rsig dl
expected: traffic.
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Secoad Douala Port Project (Loan [321/Credit 657-CM, USS25.0 million, 1976)

The principal components of the project are: a new fishing port

and ship repair facility upstream from the existing port, a new log port

and tio container and one Fo/Ro berths downstream with scope for future

expansion, and channel dredging. Construction was started in December

1976 and completed in 1982. The higher total cost for the project was

covered by financing from NPA and the Government. The loan and the

credit have been fully disbursed. The -nly remaining work will be to

complete the dredging of the entrance channel. Maintenance dredging will

be quantified only after the channel dredging is finished, and the

channel hydraulics, suspended materials and density currents reach a

state of equilibrium. Tht level of siltation may be higher than expected

at appraisal which may increase maintenance dredging costs. At present

consultants are studying the situation.

First Technical Cooperation Project (Credit 673-CM, US$4.5 million, 1977)

The project consists of advisory consultants' services to the

Ministries of Economic Affairs and Planning, Agriculture, Transport,

Ecuipment, Energy and Mining for investment planning, policy analysis and

project processing. In the transport sector the project provided one

econocmist/planner in the MOT and a second economist/planner in MINEP who

have finished their assignments.

First Feeder Road Project (Loan 1494-CM/Credit 749-CM, US$11.1 million, 1977)

The project includes establishing a Central Feeder Roads Unit

within the Departnent of Highways and a four-year program of construc-

tion, inproveent, reabIitation and maintenance of about 2,000 km of

feeder roads, incung equipment purchase and operation, office and

workshop construction and staff training in equipment operation and

labor-intensie metods. The project's implementation is behind schedule

because the organization in charge of the feeder roads is understaffed

anc because of shortages of local funds. The Government has submitted a

satisfactorv modified program for the execution of the project,
reflecting the considerabLe increase in construction costs of the feeder

roads.

Tir Hghway Projec "Loan 1515-CM, USS16.5 miLlion, 1978)

The i coonent the project, the construction of the

o-iil aandard, was completed in 1979. Technical

as ssanceto The MO helped carry out an origin-destination survey with

te- first phase avin teen completed in September/October i980 and the

final pase >i and also provided a transport advisor. A US$5.6

mllion cost overrun, nainly due to exchange rate fluctuations, has been

co e y the iGover-nment. The Project CompleLion Report for the Second

anc i g roects (July 17, 1980) concduaed that the impact of

cor~siderably expiated by a Larger than expected increase in traffic using

t roads. lfe re-estinated rates of return for the two projects were
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abcut the same as expected during appraisal (20%). The Project

Complecion Report also noted that progress in developing transport-

related institutions has been slow compared with considerable progress

mace in upgrading the land transport system over the last decade.

Fourth Highway Project (Loan 1723/Credit 926-CM, US$48.0 million, 1979)

The project includes a training program for staff and workers

for road maintenance, maintenance of about 17,000 km of roads and

rehabilitation of 1,700 km through force account and domestic con-

tractors, technical assistance to the domestic construction industry, two

permanent weighing stations, and pre-investment studies for the Fifth

Highway Project and forestry evacuation roads. Implementation of the

project although delayed by about one year is satisfactory.

Fourth Railway Project (Loan 1734/Credit 936-CM, USS47.0 million, 1979)

The project includes construction of the marshalling yard, track

and rolling stock, civil works, training equipment, consulting services

an refinancing of Credit S-4 CM. The project became effective January

1980. Civil works at Douala Station are progressing satisfactorily

aLthough the final completion could be delayed by about 12 months due to

uniavorable weather and unexpectedly poor soil conditions. Workshop

modernization and some equipment procurement have also been delayed due

to the late awarding of contracts. Implementation of the consultants'

proposed inprovements of administrative and managerial functions are

progressing satisfactorily, although the retirement of the experienced

Deiuty Director-General has weakened the role of management.

Fifth Highway Project (Loan 2180-CM, US$70.0 million, 1982)

lie project consists of: (i) the construction of the Edea-

Yaounde Road 18 l Va) and the construction of new buildings for the

National Civil Works Laboratory; (ii) consultants' services to supervise

the road construction works, to prepare a national transport survey and

to evaiuate the paved road network; and (iii) technical assistance to the

Ministry oi Equipment, the Ministry of Transportation and to the

laboratory. because of administrative delays the period for making the

loin efrective has been postponed until January 25, 1983. However, the

contracoors and tho supervising consultants for the road works have been

selected, and the technical assistance to the Ministry of Equipment has

started. Cofinancing for the road construction works is provided by the

KuyaiL Fund, Eslamic Bank and Abu Dhabi Fund; the Governments of Canada

and the Netherlands and private banks in the Netherlands to a total of

USS91.5 million.
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CAMEROO N

THIRD DOUALA PORT PROJECT

The Transport System

Road Network and Road Transport

I. Cameroon, with about 65,000 km of roads, has an extensive net-

work judging from the 0.14 km per km2 road density which compares favor-

ably with neighboring countries- 1/ However, paved roads account for

only 4% of the total network and are concentrated around Douala, Yaounde

and Garoua where the network is most developed. 2/ Elsewhere, large
parts of the country are still isolated or served by the most rudimentary

infrastructure. Beside the paved roads, all weather accessibility on the

classified network, which totals about 32,800 km, is possible to some

extent on the engineered national gravel roads. The rest of the classi-

fied network provides mainly dry season access. The unclassified network

consists mainly of non-engineered seasonal tracks which are generally in

poor condition and serve limited traffic. The evolution of the ne-work

is shown in the following table using the functional classificatio:1

system adopted in March 1979:

% Average
1.972 1976 1980 Annual Growth

(km) (kn) (km) 1972-1980

Classified Network
- Paved Roads 1,400 2,000 2,400 7.0

- Gravel and Earth Roads 19,500 24,300 30,400 5.7

National 1,000 2,000 4,200 19.6
Provincial 2t300 2,800 5,900 12.5
Departmental 2,200 5,700 6,100 13.6

Rural 14,000 14,800 14,200 --

- Total 20,900 26,300 32,800 5.8

Unclassified Network
- Earth Tracks 22,000 28,000 32,000 4.8

GRAND TOTAI 42,900 54,300 64,800 5.3

Source: Ministry of Equipment, November 1980.

1/ Nigeria = 0.I6 m/km2 , Chad = 0.02 km/km2  Gabon = 0.02 km/km2

Congo = 0.03 km/'km- and CAR = 0.04 kmi/km'.
2/ However, the density of paved roads is four times less in Cameroon

(0.0o5 km/km ) than in Nigeria (0.02 kim/km ).



- 41 -

ANNEX 2

Page 2

2. The condition of the network varies from good to poor. The
three dominant economic regions (northern, central and western) are con-
nected by partly paved roads which frequently become impassable during
the rains. Consequently, Yaounde in the central region may be isolated

sometimes simultaneously from the agriculturally rich western highlands
and frog the Port of Douala, especially whenever the railroad is closed
due to accidents, etc. Edea, located between the two cities, is an
important industrial center and generates most of the country½z electric
power. its economy depends on reliable access to Yaounde and Douala.
The existing paved road between Douala and Edea (92 km) is in an advanced
stage of deterioration and unmaintainable in its present condition.
Construction of this section on a substantially shorter alignment started
in 1980. The construction of the Edea-Yaounde section is therefore one
of the Government's highest priorities and forms part of the proposed
Fifth Highway Project.

3. The vehicle fleet is estimated at about 83,000 vehicles (exclud-
ing two wheelers). The trend in registrations reflects in general the
increasing level of economic activity in the country. Overall, annual

registrations increased from under 2,000 in 1960 to about 16,000 in
1978. The average annual growth over the last 18 years has been around
13Z. High growth for vans and trucks reflects demand for freight trans-
portation and the growth in the consumption of diesel fuel. About 59% of
the fleet consists of passenger cars and is located mostly in the urban
areas. Vans account for about 18% of the fleet while the rest (23%)
consists of heavy vehicles.

4. The road transport industry is competitive and characterized
mainly by many local firms owning one or a few trucks. Although the
industry suffers from financial instability, it provides basic services
and in general is growing in line with domestic demand.

5. Most freight requiring special handling is transported by either
the larger trading houses hauling on own account or specialized firms.
Parastatal companies such as SODE-COTON and Cameroon Development
Corporation mainly haul on own account and operate sizable fleets of
their own. Timber and petroleum are generally transported by the con-
cessionaires although specialized domestic firms have entered the
market. International freight to Chad and CAR is handled by domestic and
foreign firms. Cameroon's bilateral quota for Chad is handled through
affiliates of SOGETRANS. The increasing CAR traffic is less attractive
to Cameroonian haulers, however, because of the poor road (500 km)
between the border and Bangui.

D. -As discussed in greater detail in the appraisal report for the
Fifth Highway Project (Report no. 3473-CM), consumers in the Cameroon pay
significantly more than the opportunity cost of either gasoline or diesel
and the Government does not subsidize road users. Table L (reproduction
of Table 2-4 of Reprt 3473-CM) providax information 0n rtLaIl prices or
motor fuel in Cameroon while Table 2 (reproduction of Table 2.5) compares
domestic retail and international petroleum product prices.
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Railways

7. The railway, whose main lines are the Trans-Cameroon line

(Uouala-Ngaoundere, 913 ka) and the western line (Douala-Nkongsamba,

160 km), are operated by the National Railroad Company of Cameroon (Regie

Nationale des Chemins de Fer du Cameroon - REGIFERCAN), an autonomous

state agency which is under the responsibility of the Ministry of

Transport. The principal commodities carried are timber, petroleum

products, alumina and other material for ALUCAM, construction materials,
cotton, cocoa and maufactured imports. Between FYs 1973-1980, freight

traffic increased steadily at an average annual rate of 8.5% in ton-km

and 3.7. in tons carried. Freight traffic in FYl981 increased by 15% in

toa-kin. In FYl981 freight traffic exceeded 1.5 million tons over an

average distance of 441 kam, or 663 million ton-km. Over 99% of the

tonnage was carried on the Trans-Cameroon line. Passenger traffic, on

the other hand, showed a slow but steady decline in the same period and

fell from over 1.7 million passengers in FY1973 to 1.2 million in FY1981.

8. REGIFERCA3i is operating at a loss but steps are being taken to

soLve operational, manageriaL and financial problems. External donors

are financing the track realignment between Douala and Yaounde, the

oldest and most heavily used section, as well as the purchase of locomo-

tives and rolling stock. The ongoing Fourth Railway Project provides,

inter alia, a mechanism aitred at improving REGIFERCAM's operations,

marketing, tariffs and finances. A Government committee recently sub-

minited recommendations to improve the financial position of REGIFERCAM;

these recommendations are still under consideration by the Government and

their scope are therefore not yet known.

Ports, Shipping and Lnland Waterways

9. Douala is the principal port, handling about 90% of Cameroon's

foreigr and transit trade. It iS discussed in Chapter Il and further in

Annex 3.

10. Krib Ls a ted Lighterage and shallow quay port of 280 m

located in the south, wt traf ic in agricultural and log exports,

handlin ,>3 o of iports and 207,0K0 tons of exports, mainly log
2 '2

trom nearby areas, ia k98U. it has a 7,000 m2 log park and 11,000 m

storage area, of w0 m are covered. Victoria, a small port with

a zinger quay o about 70 , is located in the rocky bay of Ambas, in the
'22

western region .LL as 1 3,200 , of storage areas, of which 3,500 m- are

covered, and caters paricuarly to cocoa and rubber exports. Tiko is

located in a seiLtredae in the western region with limited import-

ance, c tern L ar ulrl- to banana exports. It is a small port with a
2

main wrr ao 1 , a lighterage wharf about 120 m and 3,500 m of

covered sIn 1980, 2,178 tons of imports and 24,820 tons of

experts were a ouh tnse two oOrts. Garoua Port on the Benoue

River in o i seasonable port and has been of limited

- nivil war. The auav at Garoua is 256 m

wih 2 mstoraie aea of which 4,800 m2 are covered. The total

mpo sor s a ad i 8 was 250 tons.
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11. Cameroon Shipping Lines S.A. (CAMSHIP), formed in 1975, has
developed fairly successfully. The Government, the National Investment
Company, and UNIMAR (a West German shipping company) have equal shares in
CAMSHIP. The fleets' six ships total about 75,000 deadweight tons
(dwt)- Additionally, CAMSHIP has a chartered banana boat of 4,100 dwt.
The tonnage carried increased by L5Z in 1979 and 23% in 1980 to reach
434,000 tons, of which 334,000 was break-bulk and about 100,000 tons
containerized. In 1979, CAMSHIP carried about 32% of the export tonnage
(excluding bananas and other fruit) and around 29% of the import tonnage
(excluding bulk cargo) between Douala and Northern Europe. Since early
1979 regular operations to Western Mediterranean ports have started.
CAMSHIP had a small deficit in FY1979. The results for FY1980 were not
yet available at the time of the appraisal mission.

12. CAMSHIP receives favorable treatment from the Shippers' Council
of Cameroon which controls cargo allocations. Since its reorganization
in 1978, the Council has substantial financial resources at its
disposal. It receives 0.3% of the value (f.o.b.) of all trade and has
started to use these funds to study the produccion, marketing and trans-
port of major commodities. The first of such studies, on coffee, has
beea published.

Air Transport

13l. Air transport in Cameroon comprises Cameroon Airlines (CAMAIR)
which operates scheduled passenger and cargo flights and charters, and
the Armed Forces and small comp-nies that operate charters and carry
freight. CAMIAIR was ormed in June 1971 and is owned 75% by the Govern-
nent and 25% by Air France with which it has reciprocal marketing
arrangements. It operates domestic services (which are generally unpro-
fitabLe) between Douala, Yaounde and 12 other domestic airports, and
profitable international services between Douala, West and East Africa,and Europe- In FY1980, CA LALR transported 499,834 passengers, an
Lncrease of 19 over IFY 1 979. Dorestic traffic accounted for about 76% of
the passengers carried, regional traffic for 14% and long distance
flights for 10%. Freight traffic amounted to 10,000 tons.
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CAIMEROON

THIRD DOUALA PORT PROJECT

Existing Port Facilities and Operations at Douala

Location

1. Douala Port, which lies on the Wouri Estuary some 30 km from the

ocean, is the major port of Cameroon. The port provides very good

shelter to seagoing ships; however, when exposed to high winds and cur-

rents it is difficult to berth/unberth large vessels. This situation

will be improved under the project with procurement of a more powerful

tug.

The Channel

2. The entrance channel extends 30 km from the ocean; under the

Second Port Project it was dredged to 7.5 m depth below lowest low water

(LLWL), and at the outer bar NPA is continuing to dredge down to 9.5 m;
this work is expected to be completed by the end of the current year-

Minimum tidal range is about 1.7 m. Maximum ship size that can enter the

channel at all tides is limited to 20,000 dwt. The channel is provided

with a sufficient number of buoys which however need to be upgraded and

electronic positioning equipment is needed; both will be done under the

project.

Port Facilitiesl/

3. The Port lies largely on the Douala side of the estuary with a

cement clinker unloading wharf and a banana loading wharf on the Bonaberi

side. A road and rail bridge connects both sides. Port facilities on

the Douala side consist of a fishing basin, a 2,200 m long marginal wharf

and a Log basin. The fishing basin accommodates two floating docks and

660 m long marginal wharfs for fishing vessels and oil exploration

boats. In the basin, average low water depth is 5.5 m. Along the

entrance channel, at the continuous marginal wharfs (normally fifteen) of

varying lengths there are: one mineral wharf, two container wharfs, one

ro/ro wharf and the remainder are general cargo wharfs. Low water depth

along these wharfs varies between 11.5 m and 8.5 m. The log port basin

has three ramps for rolling logs into the water and a 150 m long marginal

wharf for loading non-floating logs into barges, The basin during the

recent expansion of the Douala Port was dredged to 9.5 m depth to provide

sand for the land reclamation component. Petroleum imports are handled

at mid-channel berth through a pipeline. All wharfs in Douala are built

of anchored steel sheet piling with cathodic protection. The Port of

D)ouala has a total storage area of 106 ha, of which 6 ha are covered and

LUO ha are open. uf the open storage, 22.6 ha are used for containers,

L/ For existing minor ports see Annex2, para. 10.
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AU ha for logs and the rest for bulk alumina and general cargo. Of the
storage area reserved for containers, 1.8 ha is used for prestowing,
8.4 ha for storage of fult boxes, 1.2 ha for storage of empty boxes and
1.2 ha for refrigerated boxes. In the log port, 10 ha is reserved for

sorting out logs and 10 ha for logs already marketed and designated for
transportation to specific destinations. in addition, the Port of Douala
has an ice-making plant of 100 t daily capacity with three storage silos
of 1U0 t each equipped for loading trucks by gravity, and a 16,500 m cold
storage for fish.

4. The dockyard operated by NPA is equipped with a L00 ton slipway
and various covered workshops. There are two floating docks (a 1,200-ton
and a 800-ton), one floating crane, one cutter suction dredger and one

trailer suction dredger. In addition NPA has a number of launches, pilot
boats and other work boats.

Port Operations

5. NPA is responsible for conservancy and provision of navigational
aids, pilotage, operation or a dockyard for repairs of its work boats and
other small craft, maintenance dredging in the Port and at the entrance
channel, operation of the ice plant and refrigerated storage for fish and
shrimp, and maintenance of port infrastructure. General cargo and ro/ro
are handled by five independent stevedoring companies: SOCOPAO,
CA IATRANS, SOAM, TPANSCAP and SOCOMLAC. in addition to their privately-
owned warehouses, these companies lease sheds and open storage from
NPA. The container terminal is operated by a consortium composed of the
five stevedoring companies. Log traffic is handled by two autonomous
companies with their own log-carrying equipment ashore, as well as tugs
and barges. In these two companies NPA is a minor shareholder. Alumina
and its products are loaded/unloaded from ships by ALUCAM and cement
clinker by CIMENCAN; both are partly owned by the state.

6. There are no restrictions on night or holiday work and opera-
tions continue for [2 hours per day on average. The present arrangements
for general cargo handling are reasonably satisfactory and result in
traffic throughput similar to other reasonably well-functioning West
African Ports, of about 1,000 toas of general cargo per meter of wharf,
and 5 containers per berth per hour. In contrast, banana cargoes at
Bonaberi are not handled properly or at a fast enough rate; old mobile
ladders are used and due to an adjacent cement plant, the environment is

custy. Maximus loading rates obtainable are :nder 15 tons/hour per
mobile ladder; these ladders often break and cause heavy damage to the
perishable fruit. With the new wharf located in Douala in a dust-free
environment and the conveyor belt system financed under the project,
loading rates per conveyor should increase up to 56 tons/hour and damage
to the cargo would be minimized.
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THIRD DOUALA PORT PROJECT
Lo'a&a Port - Total Import and Export Tratf ic, CYl969-1980

('000 tons)

Percent p.a. Increase
1969 1973 194 1975 1976 1977 1978 1979 1980 1969-1980 1969-1975 1975-1980

I MPOR T S
Petro ourn 'reduct 25t 350 340 302 435 487 552 622 686 9.4 5.9 13.7
Clinker 23 138 2 0 195 176 243 330 392 415 30.1 42.9 16.2
Food ond beverage 117 163 160 174 199 276 315 300 332 1010 6.9 13.8
Equipment 68 77 84 108 105 144 155 222 218 11.2 8.0 15.1
Fortfl izer 51 14 35 59 41 54 102 87 87 5.0 2.5 8.0
Alum I 88 91 95 106 95 79 82 84 85 (0.4) 3.1 (3.7)
Gemeni 106 10 i8 6 5 10 23 40 37 (8.5) ( ) 43.8
Gyp n.a. 18 9 6 11 10 21 Il 33 n.a. n.a. 40.6
Othor Imports 216 256 20o 287 293 387 424 460 490 7.7 4.9 11.3

lotal Imports 925 1,147 1,231 1,304 1,360 1,690 2,004 2,218 2,383 9.0 5.9 12.8

ot which Specializecd bulk 367 597 645 670 717 819 965 1,109 1,219 11.5 0.6 i4.7
General Cargo 558 550 586 634 643 871 1,019 1,109 1,164 6.9 2.2 13.0

E XPOR T S

Lo s 298 403 319 214 329 334 324 362 385 2.3 (5.4) 12.5
Sawn l imber s3 76 84 70 81 69 75 92 121 7.8 4.8 11.6

Stbtotal Timber 351 479 403 204 410 403 399 454 506 3.4 (3.5) 12.2
Cot fte 68 84 107 98 103 73 93 110 104 3.9 6.3 1.2
Cottor and Gotton 011 31 51 44 42 63 70 66 71 79 8.9 5.2 13.5
Cocoa and Products 78 74 18 70 59 49 58 61 75 (0.4) (1.9) 1.4
Bananas 35 69 75 82 87 86 84 85 64 5.7 15.2 (5.0)
Alumium 52 31 32 27 22 29 21 47 12 (12.5) (10.7) (15.0)
Other Exports 113 102 119 93 92 86 87 134 125 0.9 (3.4) 6.1

Total Exports 728 890 850 696 036 798 008 893 965 2.6 (0.8) 6.8

of hlIch Special Ized Bulk 52 31 32 27 22 29 21 47 12 (12.5) (10.7) (115.0)
General Cargo 676 859 826 669 814 769 787 846 953 3.2 (0.2) 7,3

Tota) Traffic 1,653 2,037 2,089 2,000 2,196 2,488 2,812 3,111 3,348 6.6 3.2 10.9
of whIch Specialized Pulk 419 628 677 697 739 848 1,006 1,156 1,231 10. 8.9 12.1
General Cargo 1,234 1,409 1,412 1,303 1,457 1,640 1,806 1,955 2,117 5.0 ).0 10.1

1/ Actual traffic uata for 1981 are IndIcaeo h, lable 6.1.

Source: CompileaI on the basis of Informat Ion made avaIlable by NPA.
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ANNEX 4
Table 5.1

CAMEROON

THIRD DOUALA PORT PROJECT

NPA Five-Year Investment Plan, FY1982-1986
(in 1981 CFAF billions)

FYl982 FY1983 FY1984 FY1985 FY1986 TOTAL

List A Projects Technically and Economically Justified

Oil exploration area 1.00 4.00 4.00 9.00
Rehabilitation
Berth I and 2 0.90 0.90
NPA-CNCC Headquarter 0.30 0.50 0.50 1.30

Storage area for
landlocked countries 0.80 1.80 2.60

Fruit terminal, con-
Lainer and gen ral
cargo berths - 1.73 1.73 1.74 5.20

Fruit Handling Equipment I/ 0.1l 0.11 0.12 0.34

Tugboat 1' 0.50 0.60 1.10
Access Program 0.85 0.85 0.86 2.56
Small crafts 0.12 0-12 0.15 0.39
Replacement
transportation
equipment 0.05 0.05 0.10

Repair works 0.50 0.50 0.50 0.50 2.00

Data processing 0.20 0.20 0.21 0.61

Studies 0.02 0.03 1/ 0.351/ 0.35 0.35 1.L0

2.72 7.53 8.91 4.97 3.07 27.21

List B Projects Subjects to Further Studies

Dredging Equipment 0.40 0.40 0.30 1.10

/1 included in the proposed Third Douala Port Project.
!2 Tentative estimate. Subject to further studies-

Source: NPA and Bank staff-

02/3 3 ___
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Table 5.2

CAWROON

TH I FO DOUALA PORT PROJECT

Project Cost Suawury

US$ mil i ion

CFAF millions equivalent %of

Foreign Local Total Foreign Local Total Cost

1. Civil Works

a. Three berths & dredging 2,278 1,326 3,604 6.7 3.9 10.6

b. Warehouse 306 204 510 .9 .6 1.5

c. Railroad & services 272 136 408 .8 .4 1.2

Subtotal - Civil Works 2,856 1,666 4,522 8.4 4.9 13.3

Cont i ngancles

Phys ical 441 238 680 1.3 .7 2.0

Price 918 1,258 2,176 2.7 3.7 6.4

Subtotal - Cont. 1,360 1,496 2.856 4.0 4.4 8.4

Total - Civil Works 4,216 3,162 7,378 12.4 9.3 21.7 67

2. Equipment

a. Fruit handling equipment 272 34 306 .8 .1 .9

b. Tuc<boat 1,020 -- 1,020 3.0 -- 3.0

c. Elec. Pos. System 170 -- 170 .5 -- .5

d. Bouyage 68 -- 68 .2 -_ .2

Subtotal - Equipment 1 ,530 34 1,564 4.5 .1 4.6

Cont i nmc ies

Phys i cal 136 -- 136 .4 -- .4

Price 340 -- 340 1.0 -- 1.0

Subtotai - Cont. 476 -- 476 1.4 -- 1.4

Total - Equipmaent 2,006 34 2,040 5.9 .1 6.00 18

3. Data Processing

C. Hardware 272 -- 272 0.8 -- 0.8

b. Technical Assistance 272 68 340 0.8 0.2 0

Subtctal 544 68 612 1.6 0-2 1-8

Cont in onsc ias

Physical 34 -- 34 1 --

Pr i ce 102 - 102 .3 -- .3

Subtcfatl - Cont. 136 -- 13 .4 - .4

Total - Cceputer 680 68 748 2.0 .2 2.2 7

4. Consuitants 544 233 782 !-6 .7 2.3

Cont i n genc ies

Price 136 68 204 -.4 2 .6

Total - Consultants 680 306 986 2.0 .9 2.9 7

GRAND TOTAL 7.582 3,570 :'152 22.3 10.5 32.8

Front-end ee on Bank Loan 68 -- 68 .2 _-- .2 1

Totai Financing Required 7,650 5,570 11,220 22.5 10.5 33.0 100

01/83
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Douala Port - Traffic F t CY19 -1990
('000 tons)

Percent p.a.
--- ActualI --- --------------------------- Forecast ----------------------------- I ncrease

1980 91961 1982_ 1983 194 1985 1986 1987 1988 1989 1990 1980-1990

MP WORT S

Petroceum Products 686 753 828 911 1,000 1, 103 1,191 1,286 1,389 1,500 1,600
C I nkor 415 450 502 552 607 668 735 808 888 977 1,075
Food and Beverage 332 .66 399 445 492 544 591 040 693 748 605
EquIpx'nt 218 197 325 378 433 488 536 585 632 682 736
Forti zer 87 59 96 101 106 112 115 118 121 124 127
AlumIne 85 140 140 150 161 169 203 243 280 322 370
Cemen* 37 50 53 56 59 61 63 65 67 69 71
Other 6ulk Import 25 58 61 93 106 120 134 150 167 185 205
Gypsum 33 16 40 43 48 53 58 64 71 78 05
Other Imports 465 539 604 676 757 848 950 Ij64 1,192 ,35 j,49

Total Imports 2,383 2,608 3,063 3,405 3,769 4,166 4,576 5,023 5,500 6,020 6,569 10.7
of which General Cargo 1,164 1,211 1,477 1,656 1,847 2,053 2,255 2,472 2,705 2,950 3,234 11.0

EXPOHtS

Logs 385 303 369 400 408 416 424 433 442 450 460
Sawn limber 121 118 121 148 157 166 1I3 184 '92 200 210

Subtotal Timner 506 421 490 548 565 582 599 617 634 650 670
Coffee 104 110 122 130 138 142 145 148 150 152 154
Cotton 60 52 69 74 79 84 88 94 100 107 114
Cocoa and Products 75 81 81 84 86 8 90 92 94 96 90
Fru It 64 58 60 65 70 70 70 70 70 70 70
Aluminum 12 39 56 57 58 59 54 52 50 48 46
Paper Mass -- -- 60 70 70 70 70 70 70 70 70
Other Exports 144 165 172 178 186 193 201 209 217 226 235

Tolul Exports 965 926 1,110 1,206 1,252 1,288 1,317 1,352 1,385 1,419 1,45/ 4.2
of whIch General Cargo 837 781 846 900 920 951 933 1,014 1,044 1,076 1,111 2.9

Total Traffic 3,348 3,534 4,178 4,611 5,021 5,454 5,893 6,375 6,885 7,439 8,026 9.1
of which General Cargo 2,001 1,992 2,323 2,556 2,767 3,004 3,238 3,486 3,749 4,034 4,345 8.1

/ In 1980, IncludIng 70% of log exports as geneiraI cargo and 30% as bullK w th the share of Iog general cargo declInIng to 50% by 1984. Excluding, In
add I In, alumInum exports and from 1982 paper mass exports over CELLUCA4. berth. The general cargo export volume and the total general cargo
volume In 1980 was lower than the fIgures In Annex 4, Table 4.1 due to the exclusion of part of the log traffic from the general cargo categories
In thI; table.

Source: Ccnplled on the basis of information made available by NPA and Bank staff estimates.

08/82
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ANNEX 4
Table 6.2

CAMEROON

THIRD DOUALA PORT PROJECT

Cost and Benefit Streams for Container and Multi-Purpose Berths, GY1983-2004

(in US$ '000s)

Benefits
General Higher Return

Maintenance Reefer Cargo on Bananas

Capital and Operating Service Waiting from Reduced

Costs Costs TiMe Costs Time Costs Damage

1983 3,000

198+ 4,600

1985 4,600

1986 4,400 600 263-L 2,131A' -

1987 700 600 546 4,635 8002/

1988 - 900 546 8,632 800

1989-2004 - 900 5L5 10,495 800

1/ Assuaing half year of benefits -n y.

Assuming a delay in benefits accrual.

Source: Bank staff estimates.

01/83
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ANNEX 4
Table 6.3

CAMEROON

THIRD DOUALA PORT PROJECT

ERR Under Different Assumptions

ERR (Z)
A. Container and Multi-purpose Berths with Shed and Cargo

Handling Equipment

1. Best Estimate 34

(i) 10% increase in project cost 32
(ii) 10% reduction in benefits 31

(iii) Both -e
(iv) 20% increase in project cost 29
(v) 20% reduction in benefits 26

(vi) Both 24
(vii) Benefits lagged by one year 28

(viii) Benefits lagged by two years 2
(ix) Excluding benefits from reduced damage to fruit

and from reduced reefer service costs. 29

2. Conservative Traffic Assumption (10% lower) 26

(a) Excluding benefits from reduced damage to fruit
and from reduced reefer service costs. 20

3. Conservative General Cargo Productivity (5% higher) 26

(b) Excludiag banefits from reduced damage to fruit
and from reduced reefer service costs. 22

B. Tuoat I

C. Couibined including Technical Assistance and Data Processing 27

(i) 10% increase in project costs 25
(ii) 10% reduction in benefits 25

(iii) Soth 23
(iv) 20% increase in project costs 23

(v) 20% reduction in benefits 22
(vi) Both 18

(vii) Benefits lagged by one year 22
(viii) Benefits lagged by two years 19

v Excluding benefits from reduced damage to fruit
and from reduced reefer service costs. 24

/ Based on tra corecasts in Table 6 .1, capital and maintenance
costs in Table 6.2 and other factors explained in Chapter VI.

2/' As esticted by NA. As explained in paras. 6.09 and 6.11 this is a
iery conservative estimate.

Source: ?ank staff.

01/83
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ANNEX 4

Table 7.1

CAI-EROON

THIRD DOUALA POR7 PROJECT

NPA Consolidated Balance Sheets, FY1975-1982

(in mil lions of OFAF)

06/30/75 06/30/76 06/30/77 06/30/78 06/30/79 06/30/80 06/30/81 06/30/82

s of oene 30 (FY75) (FY76) (FY77) (FY78) (FY79) (YT80) (FY81) (FY82)

(Provislond)

Fixned Assets

ross value 3,839 11,252 14,702 24,067 32,582 42,610 51,533 55,266

- 2eireciution -(1,215; -(1,767) -(2,51) -(3,247) -(3,846) -(4,710) -(6,251) -(8,380)

et va(ue 2,624 9,485 12,188 20,820 28,735 37,900 45,272 46,886

6,653 162 103 274 745 828 - --

vesterts 28 28 28 47 57 227 443 143

Cii's (mre th,,n one-year term) 18 18 10 12 53 55 55 5,

7otal Fixe, Assets 9,323 9,693 i2,329 21,153 29,590 39,010 45,780 47,384

rr- Assets

St2res 139 122 136 148 136 156 128 237

Or pic Expenses 22 18 35 51 132 82 289 24

0
ece vab les 369 613 825 1,233 1,648 2,273 2,475 2,767

1,352 882 804 381 626 675 342 95

ota! ren Assets 1,882 1,635 1,800 1,813 2,542 3,286 3,234 3,523

->t, i

aita 1 8,040 8,040 8,040 8,040 8,040 8,040 8,040 8,040

:end Earn gs S Subsidies ,4203 2,585 3,356 4,606 6,23 9,196 19,031 2,373

e'a) E4uiy 10,460 10,625 11,396 12,646 14,863 17,236 19,071 20,413

ong-7r" Den 361 365 803 9,502 15,104 23,267 25,219 25,700

o -Tr Li bil (i es 10,821 10,990 12,199 22,148 29,967 40,503 44,290 46,113

S i s 79 60 13 22 455 566 389

ren -bilities 205 278 1,915 798 1,711 !,227 4,335 4,356

Ses384 338 1,928 820 7,1e 1,793 4,724 4,94

r i (Ourren ssets/ 4.90 .85 1.07 . 1.17 1.83 1.63 1.36

/og-Trm, ebt , .0
7  

.07 .24 .8 1.16 1.45 1.32 1.26

Ir-,r nc iriis *mee Elu WiA

re : Ociie on 'he 7asis oft informption madie avail(abhe 'y NF'A.
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Tble 7.2

THIRD DOUALA PORT PROJECT

Douaia Port 8,lance Sheets, F(l975-1982

(in milflions of CFAF)

06/130/75 06/30/76 06/30/77 06/30/78 06/30/79 06/30/80 06/30/81 06/30/82
AS June 50 (FY75) (FY76) (FY77) )Fi/8) (FY79) (FY80) (FY81) (F'82)

(Drov i s iconal )

SEr S

Ei'ed Assets

8oss value 8,916 10,084 15,458 22,738 31,256 41,201 49,21 52,906
- Depreciation -(1,038) -(1,515) -(2,162) -(2,797) -(3,304) -(4,093) -(5,606) -(7,646)
'e (alue 7,878 8,569 1!,296 19,94 27,952 37,108 43,415 45,260

or5 i Progess 408 112 82 274 744 S27 753 600
nvestents 46 28 28 47 57 227 443 442

- th.s ree,- - - I 56, % 56
Total Fired Assets 8,335 8,709 11,406 20,262 28,804 38,218 44,667 46,58

-urrent Assets

91 87 97 101 110 114 92 ;94
x es 2: 17 76 52 126 176 2S2 406

310 538 725 1,088 1,409 2, !04 2,283 2,570
1,284 1,112 1,032 828 435 553 249 (317)

ota, Current Assets 1,712 1,754 1,890 2,069 2,080 2,947 2,906 2,853

'A IES

po 7,327 7,327 7,327 7,327 7,327 7,327 7.327 7,327
retaine: Er-ings& Subtsiies 2,184 2,466 3,266 4,594 6,574 9,241 11,249 12,865

TtZ uity 9,511 1,793 10,593 it,92i 13,901 16,56e 18.576 2 ,192

-r Zet 560 65 803 9,502 15,104 23,26 25,219 5

7t Lon;-Ter ii i fties 9,871 10,158 11,3% 21,422 29,005 39,85 4,58

I i ties 174 47 12 2: .52 56, 366 715
rities 2?58 1,88 87 1,427 766 3,412

-1t1 C-urrent iLoiities 174 305 ),9CO 908 1,579 1,329 3,78

rc.-- tr Curre-t Assets. 3.27 5.75 .99 2.27 1-10 2.21 -76 6
ren b i_ :b I i-Ss)

uc!y i ,Lng-Trn b + .05 -07 .25 -87 .22 1.48 1.56

ociltes)c 7e Eu e v

api:cfro, d1t a mae nval ilab le by) MeA,
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CANEROON Table 7.3

SECOND DOUALA PORT PROJECT

M TIONAL PORT AUTHORITY

Cor-solidanted Sources and Applications of Funds, FY1976-1982

(in rltions of CFAF)

Annual amounts

FY1976 FY1977 FY1978 FY1979 FY1980 FY1981 FY1982

(ProvisIona )

Long-Term AppIications

Capital investment 922 3,383 9,562 9,763 10,283 8,421 3,803

Debt service

interest 2 43 151 4465 1,067 1,045 1,262

Repaynent - - - - - 521 749

Otal long-terM apD! Ications 924 3,426 9,713 10,228 11,350 9,987 5,814

Long-Tern Source

Casn generated from operations 739 1,226 1,317 779 2,084 2,871 3,870

Subsidies and grants 165 771 1,250 2,217 2,373 1,318 1.040

og-term loars 370 438 8,699 5,603 8,163 2,473 1,151

Toctal lor-term sources 1,274 2,435 11,166 8,599 12,620 6,662 6,061

ixcess cnc-term sources/appis. 350 (991) 1,453 (1,629) 1,270 (3,325) 247

ncrease in wor.ing capital (cec.) 820 (913) 1,876 (1,807) 1,219 (2,992) 481

Cash increase (dec.) (470) (78) (423) 178 51 (333) (234)

Cumu I at i ve amounts

-m Alications

C-iTal investment 922 4,305 13,867 23,630 33,913 42,334 46,137

Debt service 2 45 196 661 1,728 3,294 5,226

al lcn-tern ppl ications 924 4,350 14,063 24,291 35,641 45,628 51,363

n Sources

-l n nerated r rm operations 739 1,965 3,282 4,061 6,145 9,016 12,886

Su'sidies and grants 165 936 2,186 4,4C3 6,776 3,094 9,134

loans 370 808 9,507 15,110 23,273 25,746 26,897

cr-trm sources ',274 3,709 14,975 23,524 36,194 42,856 48,917

x o-r sources/appis. 350 (641) (812) (717) (553) (2,772) (2,525)

in wcrsin-g capita; (dec.) 820 (93) 1,783 (75) 1,295 (1,697) (1,216)

Cash increase (decrease) (470) (548) (971) (793) (742) (1,075) (1,309)

Source: CpleC fram data made available by NPA.

01/83
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CAW-ROON

THIRD DOUALA PORT PROJECT

Douala Port Sources and Applications of Funds, FY1975-1982

(in millions of CFAF)

FY1975 FY1976 FY1977 FY7978 FY1979 FY1980 FY1981 FY1982

(Provisional)

Applications (long-term)

increase In fixed assets 922 3,383 9,562 9,763 10,203 7,962 3,803

Service of the debt - 4 142 464 1,065 1,586 2,011

Total long-term applications 922 3,387 9,704 10,227 11,268 9,548 5,814

Scurces Clong-term)

Cash generated frcn operations

(less works on force account) ~~ 635 949 868 1,058 1,628 2,229 3,226

nancing of works on force

account throcgh operations 93 116 485 626 450 752 842

Gran -s and subsidies 174 531 856 1,980 2,667 1,078 1,040

Increase in long-term debt 365 438 8,699 5,603 8,163 2,473 1,151

Other long-tern sources 4 - - - - -

Total Icnq-term sources 1,271 2,034 10,908 9,267 12,908 6,532 6,259

Excess of long-tern sources over

lcng-term appl ications of funds 349 (1,353) 1,204 (960) 1,640 (3,016) 406

Increase In working capITal 521 (1,273) 1,000 (567) 1,522 (2,712) 432

Cash- Increase (172) (80) (204) (393) 118 (304) (26)

Cash at the end of the period 1,264 1,112 1,032 828 435 553 249 (317)

/I Including works on force account: CFAF 93 million in 1976; 116 mil lion In 1977; 458 million in 1978;

2 million in 1979; 450 million in 1980.

/ crks cn torce account are accounted for as revenue, but as they do not involve a cash inflow,

st-iccly speaking, they snould be subtracted frcir cash generated from operations.

Scurce: Ccepiled frn data made available by fPA.

01/63
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TabIe 7.5

CN€REOON

T'i ]RD DOUALA PCRT PROJECT

NPA Corsoli"ated incce Statmnts, FY1975-1982

(in mil i ons of CFAF)

FY1975 FY1976 FY1977 FY1978 FY1979 FY1980 FY1981 FYl982

Charges against ships 497 622 810 1,066 1,276 1,604 1,801 2,174

nar;es against merchandise 702 849 1,197 1,218 1431 1,546 2,150 2,716

-entaIs 299 342 450 432 578 1,225 1,884 2,755

Mi scel Ilnes 456 367 690 866/1 1,235/2 947/3 1,000/4 1,136

Total opating revene 15 2,180 3,147 3,584 4,520 5,322 6,835 8,781

Staff Costs 693 835 1,024 1,182 1,438 1,782 1,843 2,315

Yateia:s and Sooplies 179 233 351 420 644 686 1,065 l,292

neral Expenses 38c 373 546 ,65 659 77C !,056 1.256

otal orking expendiure i,252 1,441 1,921 2 267 2,741 3,238 3,964 4.863

Cash generated Ircn coerations 702 739 1,226 1,317 12084 2,871 918

erec Iat ion 499 652 7Q5 814 1,024 1.377 1,860 :,199

at ooerating revenue 203 73 431 503 755 707 1,011 1,719

nterest en oooterm ebt 2 43 151 464 942 1,045 1,389

Ne+ protit (IOss) 202 71 388 352 291 (235) (34) 350

nokn ratio .64 .66 .6 .63 .60 .61 .58 -55

ratio .89 .96 -86 .85 .83 .87 .85 .80

cbt coe g ratio 9 .1 3.8 2.2 1.83 1.87

Ace of return, (%,f -7 3.9 3.0 2.9 2.1 2.- 3.7

erge val net fixed assets 9,508 11,011 16,741 25,371 34,300 41,586 46,5E2

ncluding CFAF 458 mi: lion werks en force acccrnt.

including1 CFAF 628 mil iion works ce force accont and CFAF 136 mil lion ecess of depreciation on Previous years.

3 ncudag CF;AF 450 mil lion works en *orce account.

4 Iacluding CC-AF 757 mi llion works cn force acccent.

5 Cfn a s net operati nc r'venue/ver-age value of net f ixed assets.

nctce: jcpiled fro m a nae avtlcable by NPA.

2/3
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Table 7.6

CAM RGv3N1

7HIRD LJOUAL-A POR7 PROJECT

Douala Port laccne Statements, FY1975-1982

(in millions of CFAF)

F61975 FYI976 FY1977 FY:978 FY1979 FYI980 FY1981 F'1982

(Frovisional)

hr& against ships 495 569 510 1,039 1,312 1,556 1,711 2,076
Charges against merchandise 659 849 1,195 1,081 1,213 1,456 2,045 2,599

Rentals 238 342 449 355 480 1,139 1,770 2,629
ize:laneous 394 326 294 831 I_ 1, 391± 993 9921± 1,127

70T1 op ing evenue 1,786 2,086 2,748 3,306 4,144 5,144 6,518 8,431

c't Csts 5&5 835 1,026 1,017 1.264 1, 59 1,628 2,062
9 ials and Supplies 190 232 350 384 1,034 650 %3 1,176

rr Expeses 2'89 291 303 579 163 723 946 1,126
7 o n xpnri ur 1,064 1,358 1,679 1,980 2,461 2,966 3,537 4,364

gnraec fr.m geratios 722 2 1,069 1,326 1,684 2,078 2,981 4,368

.cition 434 62 7602 893 1,297 1,774 2,112

Nt operating ne 288 108 273 624 791 781 1,207 1,956

,t-es on long--ter. debt 1 - 4 142 t64 1,065 i,045 1,341

6
te profit fIoss) 287 108 269 482 -27 (284) 162 615

r ai .65 .65 .61 .60 .59 .54 .52
erAting ratio -89 -9' .90 .81 .81 .84 .81 .77

C)' overag r1 9.1 3.8 2.2 1.90 1 .49

-,te of retu- '' 5A 1-12 2-71 7-94 3.22 2.34 3.- 4.3

er0ge value of net ixd assets 8,521 10,C57 15,834 24,533 33,317 41,381 45,512

cci.ng -5.9 ,:! I ion works on torce accosot-

c ing F '28 milio works on for0ce aco0rsnt .,,d CF 3n mil lion excess of deprcirion on psrvi ous years.

r 50 mil i o. -rks so cce ccount.

c ogFF 152 ~million w s on lorce accon f.

ned as ne. coeretng revenue/avtrage value of net f ixed assets.

na.rce: ~c1-pil a ade wv a Iable by NPA.

- / I
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CAMEROON
THIR2Z DOUAt POR1 PROJECI

NATIIPL FORT P.UTH0RITY

PROJECTED SLURCES ARD APPLICA1ONS OF FUNBtS FT 1981-1991

IN _4 LLINS OF CFAF)

1981 1982 1983 1984 1985 1986 1987 1988 1989 1990 1991

L T ERM SOURCES

CA38 GENERATED 3918. 4577. 6421. 7379. 873?. 9619. 10724. 11668. 12573. 14077.

S GRNEwsT 1151. ?26. 5571. 4645. 4121. 3898. 4251. 4249, 4547. 4865.

U 0. 0. 0. 0. 0. 0. 0. 0. 0.
L ICRoS 32 3. 37, 10. 43.

5 8CRTR1BUTioms 1010. 5263. 4025. 28. 4 32. 5. 57. 64. 64.

ING RE'JENUES 312. 367. 385. 524. 466. 739. 954. 587. 634. 184.

TIN EXPENSES 360. 4l. 18Y. 565. 65?. 739. 839 1 1078. 1223.

-- 7'c' :cmS 6061. 10694. 15914. 11911. 12703. 13312. 14715. 15590. 16715. 18447.

EN T APL5CATIDNS

IE-NST N UNFR. STRUCTURE 2646. 6501. 8539. 3597. 3885. 3434. 3761. 4025. 4307. 4608.

_27E, NT Ct.' F28£E POUNT 342. 9 1038. 1141. 1256. 1356. 1465. 1582. 1708. 1845.

(INT E I UNS 315. K. 613. 347, 390. 1296. 1400. 1498. 1602. 1715.

fIN EQUIDINT 0. 60. 2s78. 2284. 1296. 1400. 1498. 1602. 1715.

INE1.4 E 3203. 801. 12997. 044. 7815. 7382. 8025. 8602. 9220. 9882.

,122. 1279 1362. 1923. 2301. 2755. 31Y3. 3468. 3636. 3774.

f'iP-NT 670. 699 916. 1233. 1150. 1602. 1927, 27/1. 3295. 3584.

E 1'MENT 163 187. 183. 197. 196. 194. 189. 187.

LT0Vo. 2,143. 2341. 3343. 3934. 4554. 5236. 6432. 7119. 7545.

--T-L -- E-T -ERV-CE -- - - -- - - - -- - - -- - --1- - - - -----

28½ £HER INVESTMENT 0. 0. 0. 0. 0. 0. 0. 0. 0.

LL T APFLICATIONS 5814. 10231. 153 11387. 11738. 11936. 13261. 15034. 16339. 1427.

L. SnUR"ES / L1. IPELIC 247. 460. 476. 53 9K5. 1406. 1454. 556. 377. 1020.

'1T R S21URCES

-49. 22. 25. 18. 113. 136. 107. 106. 50. 42.

- 4. 34. 27. 26. 30. 3. 39. 39. 46. 50.

E9R PLICMIO0NS

----T3 --S - 19 K. 84. 95. 110. 123. 124. 146. 157.

-279. 0 74. 319. 291. 334. 320. 370. 473.

4D SES 135. 122. 126. 130. '4. 115. 173. 178. 2'4. 247.

-NC8ESS -234. 563. -99. 230. 509. 1021. 970. 79. -277. 233.

:%7 THE END OF PERIOD -46. 117. 18. 248. 757. 17. 27 2828. 2. 278.
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03/10/83
CAMEROON

THIRD DOUALA PORT PROJECT
NATIONAL PORT AUTHORITT

PROJECIED INCOME STATEMENIS FT 1981-1991
(IN MILLIONS OF CFAF)

1981 1982 1983 1984 1985 1986 1987 1988 1989 1990 1991

REVENUE ON SHIPS 1313. 1604. 1866. 2454. 2832. 3353. 3834. 4400. 5051. 5832. 6710.REVENUE ON STAYING TIME 488. 570. 649. 828. 913. 1081. 1217. 1388. 1602. 1843. 2135.REVENUE ON MERCSANBISE 2150. 2716. 3257. 4145. 4721. 5470. 606t. 6698. 7171. 7726. 8556.RENTALS 1884. 2755. 3211. 4062. 4690. 5401. 5982. 6667. 7287. 7989. 8923.
41SCELLANEOUS REVENUES 9?. 111. 123. 137. 150. 165. 179. 193. 208. 225. 243.
REVENUE ON WORKSHOP 149. 183. 214. 272. 315. 364. 402. 44?. 492. 538. 603.
FORCE ACCOUNT 752. 842. 935. 1038. 1141, 1256. 1356. 116,. 1582. 1708. 1845.

TOTAL REVENUE ON OPERATIONS 6835. 8781. 10255. 12936. 14764. 17090. 19031. 21260. 23394. 25861. 29015.

EXPENDITURES

STAFF COSTS 1843. 2315. 2690. 3100. 3528- 3985. 4477. 5018. 5542. 6338. 7132.7ATERIALS AND FUELS 1065. 12?2. 1520. 1702. 1877. 2077. 2307. 2565. 2827. 3136. 3469.5EEL EXFEN:TURES 1056. 1236. 1468. 1713. 1980. 2289. 2598. 2953. 3356. 3815. 4337.

TOTAL WOFKINS EXPENSTURES 3964. 4863. 5628. 6515. 7385. 8351. 9382. 10536. 11726. 13288. 14938.

C:SH GENERATION 2871. 3918. 4577. 6121. 7379. 8739. 9649. 10724. 11668. 12573. 14077.

C -OR54 1M INFRA 78.- 980. 1245. 1586. 1754. 1937. 2108. 2294. 2493. 2707. 2937.
TI ON OUILIINGS 316. 273. 30i. 334. 350. 367. 426. 490. 558. 631. 709.

,ECAT:N ON E-i'F.ENN 760. 942. 743. 1213. 1506. 1730. 1854. 1989. 2134. 2289. 2456.

T3TAL DEPT. (N5N REV. ASSETS) 1860. 2179. 2492. 3135. 3610. 4034. 4388. 4773. 5185. 5627. 6101.

L PEORATING COSTS 5824. 7062. 8170. 9650. 1095. 12385. 13771. 15309. 16911. 18916. 21039.

17- 7 EATING REVENUE 1011. 1719. 2085. 3286. 3769. 4705. 5260. 5951. 6483. 6946. 7976.

:TEEST C14ARGE 1045. 1290. 1279. 1374. 1923. 2301- 2753. 3113. 3468. 3636. 3775.CSS GAm) ON FOREIGN EXCH. 0. 79. 165, 163. 187. 183. 197. 196. 194. 189. 187.

'LS1LT ON OPERATIONS -34. 429. 906. 1913. 18146. 2404. 2505. 2838. 3015. 3310. 4201.

A 0FERAT,:0DAL REVERUE 279. 312. 317. 385 424. 466. 503. 543. 587. 634. 684.
IEONAL EXPEPSES 306. 360. 419, -189. 565. 652. 739. 839. 951. 1078. 1223.

ET RESjLT -61. 382. 733. 1809. 1705. 2218. 2269. 2543. 2651. 2866. 3663.
- - - - - - - - -- - --.

KNC GATIO 0.58 0.51 1.55 0.50 0.50 0.49 0.49 0.50 0.50 0.51 0.51
0.85 0-80 0.80 0.75 0-74 0.72 0.72 0.72 0.72 0.73 0.73CVETTE RATI 0.97 1.21 1.51 2.23 1.86 1.97 1.81 1.86 1.82 1.87 2.07

Rhil070 1 1.83 1.87 2.14 2.62 2.71 2.22 2.12 2.03 1.31 1.77 1.87
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CAMERO"M

THIRD DOUALA PORT PROJECT
NATIONAL PORT AUTHORITY

PROJECTED WALANCE SHEETS FT 1981-1991

(IN MILLIONS C FAF)

1981 1982 1983 1984 1985 1986 1987 1988 1989 1990 1991

ASSET?

FIXED ASSETS

LAND 12310. 12310. 12310. 12310. 12310. 12310. 22310. 12310. 12310. 12310. 12310.

INFRASTRUCTURE 23962. 27430. 34846. 44403. 49121. 54242. 59012. 64218. 6?805. 75800. 8223.

BUILDINGS 5794. 6109. 6704, 7347. 769-*. 8085. ?380. 10780. 12278. 13880. 15595.

EQUIP.ENT 9467. ?417. 9427. 12154. 15062. 17297. 18543. 19892. 21340. 278'2. 24557.

TOTAL GROSS FIXED ASSETS 51533. 35266. 63287. 76224. 84188. 90933. 99245. 107201. 115733. 124882. 134694.

DEPRECIAT:3H 28 INFRASTRUCT 2233. 3193. 4417. 5983. 7717. 9635. 11722. 13?96. 16469. 19156. 22073.

DEPRECIATiON ON BUTLDIRGS 1343. 1621. 1925. 2259. 2609, 2?77. 3403. 2893. 4451. 5082. 579T.

DEPRECIATION ON EQUIPMENT 2675. 3567. 4159. 5625. 7081. 8761. 105.45. 12504. 145(8. 16827. 19233.

TOTAL DEFRECIATION 6221. 8380. 10802. 13867. 17407. 21372. 25690. 30393. 35508. 41045. 4709?.

OTHER INVESTMENT 0. 0. 0. 0. 0. 0. 0. 0. 0. 0. 0.

TOTAL NET FIXED ASSETS 45282. 46886. 52485. 62347. 66781. 70561. 73555. 76808. 80225. 83817. 875T8.

OTHER fIXED ASSETS 498. 498. 498. 498. 496. 49. 498. 48. 498. 49. 498.

1TTL FIXED ASSETS 45780. 47384. 52983. 62845. 67279. 71059. 74053. 77306. 80723. 84315. 88096.

SHORT TERM ASSETS

STORES 128. 237. 346. 433. 517. 612. 721. 81A. 968. 1114. 1272.

RECEIVABLES 2475. 277. 2488. 28?0. 3164. 3513. 3804. 4139. 4459. 4829. 5302.

PREPID EXPENSES 289. 424. 546. 62. 802. 947. 1102. 1275. 1453. 1688. 1933.

CASH AVAILABLE 342. 95. 117. 95. 248. 757. 1778. 2748. 2828. 2551. 2784.

TOTAL SHORT TERM ASSETS 289?2. 3523. 3497. 40?0. 4731. 5829. 7406. 9006. 9708. 10182. 11293.

TOTAL ASSETS 48672. 50907. 56480. 64935. 72010. 76888. 81459. 86312. 90431. 94496. 99388.

LIABILITIES

LONG TERM LIABILITIES

CAPITAL 800. 8040. 8040. 8040. 8040. 8040. 8040. 8040. 8040. 8040. 8040.

RETAMED E.RNINSS 11031. 12373. 1205. 23875. 25421. 27485. 29590. 31972. 34466. 37183. 40702.

LONG TER DEBTS 25219. 25700. 21927. 30',82. 33997. 34464. 38960. 41255. 42763. 44016. 45297.

TOTAL LONG TERM LIAI1LITIES 44290. 4613. 52172. 62497. 6745A. 77190. 765?0. 81296. K,26y. 89238. 94039.

SHORT TERM LIABILITIES

PAYABLES 3751. 3815. 3849. 3877. 3903. 3933. 3967. 4r06. 4045. 40m2. 4142.

ACCRUALS 389. 438. 459. 484. 652. 766. 902. 1009. 1116. 1166. 1208.

OVERDRAFTS 554. 341. 0. 77. 0. 0. 0. 0. 0. 0. 0.

TOTAL SHCRT TERM LIABILITTES 4724. 4794. i308. 4439. 4553. 4699. 4869. 5015. 5161. 5258. 5349.

TOTAL LIABILITIES 49014. 50907. 5&80. 6493. 72009. 7688R. 8145g. 86312. 904.1. 94496. 99388.

RATIO

CURRENT RATIO 1.63 1.36 1.23 1.09 0.96 0.81 0.6 0.54 0.53 0.52 0.47

LiOuIDITY RATIO 1.71 1.46 1.37 1.21 1.08 0.90 0.73 0.61 0.59 0.58 0.53

DEBT-EOUTTY RATIO 1.32 1.26 0.99 3.96 1.02 1.03 1.0i 1.03 1.01 0.97 0.93

RATE OF RETURN 0.022 0.037 0.c10 0.053 0.046 0.067 0.072 0.0/! 0.081 0.083 0.091

0 - jF RET. ON REV. ASS. 2.022 0.)37 0.037 0.045 0.045 0.049 o.04? 0.c4y 0.048 0.046 0.047
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DOLt A FONT

TRAFFIC SThTISTICs FoR DOLALA

1981 1982 1983 I8'1 198 1986 1987 1988 1989 1990 1991

NWIB . k O SH1$' 1216. 1391. 149. 191 I 1667. 1/68. 1867. 1990. , 2265 2420.I ()I SO NGOTE 3531 417 461 . 502l 1 5 413, h9 . 63"75. 6885. 7439. 8026, 8670.AYERE iTnYING TIME 3.2? 13.06 2.97 2 . 9 2, 79 2.7 6 2.74 2,73 2.73 2.74 2.75

P FICF INDEX1*S

NT1F iT I NFLTNION 0.140 0.120 0.110 0.110 0.100 0.100 0.080 0,000 0.080 0.090 0,000TNT .FWL0IONAL INFLTION 0.120 0.100 0.090 0090 0.08o 0,0#0 0.080 0.080 0.0/0 0.070 0.070'LrJ0PWREN'FAFES 0. 120 0.160O 0. 100 0.090 0.090 010HO 0.070 0.070 0,070 0.070 0.070'I~fF NIF~rT INCREASE 0 10 30 0.030 0.,30 0). 030 0 .020~ 0.02?0 0 .020l 0.020 01020 0102,0 0.02,0 rI NYI- FR E I NX 0.000 0000 0.OR0 0.0k0 0.080 0.0O0 0.080 0.0O0 0,070 0.0/0 0.070
L'U ITITONm N6TInNAL CURRFN. 01000 000 0.020 0.000 0.000 01000 01000 0.000 01000 0.000 0000

REOL T.RlF INCREfcFE (1)

T6R iF INCRFo SE ON SHIPS 0,120O -0,040 -0.020 0,120 0.000 0.020 0.000 0,000 o.000 0,000 0,000TARIFF INCR, ON SAYINN TIME 0.300 -0.040 -0.020 0.1p0 0,000 0 02 0.000 0.000 0,000 01000 0.000TAR !FP INI'R, ON ME.FCHOtNrI1E 0.200 -010o -0.020 0.060 -0.010 - o00o -0, 0!; -0.0,,0 -0.080 -01080 -oso~0TAR"FF INICRF05E ON RFNTLB 0,0050 0160 -.020 .00 0.000 - 6-.030 -0.00 -0o,0 -0.020 -0.030
TAR FF INCR. FOR WORKSHOPS ' .07o -0.0 0 -0,020 0 .080 0.000 -0.010 -0.030 -0.030 -0.02; -(.010 -0.030

AYFFq3GE TARIFF INCRFOSE 0.117 0,030 -01020 0,081 -0,01A -0.008 -0.028 -0.028 -0,045 -0,044 -0.026

(1) ON TOP OF LOCOL INFLATION

raH0il
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ACTION PLANS

A. Action Plan for Organizational Development

i. In order to meet the requirements arising from past and future

increases ia traffic and size of ships, the completion of extension works

of the Port, and the increasing complexity of NPA's financial system with

its increasing indebtedness, NPA will further strengthen its organization

and continue modernizing its corporate planning system.

Organizational Development

2. All measures included below should be implemented by

December 31, 1983.

(a) Directorace of Civil Works. In order to raise staff pro-

ductivity and reduce costs, NPA will fully enforce the

management control system in this sector to control costs

and productivity, reinforce upper-level staff by trans-

ferring staff from the Directorate of Studies where they

are no longer needed to the Directorate of Civil Works

(para. 3.03) and control increases in staff through the

manpower plan (para. 3.07).

(b) Access and Movement of Ship. To improve the safety in

movement of ships, a Directorate of Access will be

created. It will be responsible for access maintenance,

dredging hydrography and assistance to navigation. This

directorate will be headed by a Cameroonian Director

assisted by a qualified expert. The existing staff in NPA

in charge of these matters will be trained especially for

access problems in a special training plan to be discussed

with the Bank (para. 3.04).

(c) Management of Human Resources. NPA's training system is

now in effect. Beginning in late 1983, NPA will implement

more effective plans and systems for manpower development,

training, and personnel administration and evaluation,

with the assistance of consultants financed under the

proposed project. The present organization for the

management of human resources will need strengthening at

the senior level. Theretore, a position of Deputy

Director to Human Resources, in charge of personnel

administration, social services, and training will be

created, directly under the authority of the Director of

General Administration and filled by end-1983

(para. 3.07).

( Direc rate f Fin The task of the senior staff has

become more complex with the management of the debt, part
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of it in foreign currencies, and the extension of the cost
accounting system. Therefore, the intermediate-level
staff of the Directorate of Finances will receive
specialized training as included in the agreed outside
training plan (para. 3.10). In the present organization,
all decisions are taken by the Director who is overloaded
with day-to-day problems. After the nomination of a new
Director of Finances, in consultation with the Bank, NPA
will hire a Deputy Director to share the work load of the
Director, and thus allow him to concentrate on financial
policy issues (para. 3.14).

(e) Division of Economic Studies. This division is currently
insufficiently staffed. NPA will recruit one highly
qualified economist for traffic analysis, projection and
economic investment studies (para. 3.15).

(f) Data Processin Department. This department is currently
limited in size, because its activities comprise only
maintenance of existing programs, collection of input data
and dispatching of printouts. With the acquisition of
hardware, giving NPA full autonomy in data processing, the
tasks of the Department will be qualitatively and
quantitatively changed. NPA will have to expand its
programming and operating capacities, and in priority,
reinforce the higher-level staff of the Department by
recruiting a qualified specialist by September 30, 1983,
prior to the delivery of the hardware equipment.

(g) Corporate Planning. NPA has already a training plan,
prepared by the Training Division, and an investment plan,
prepared by the Department of Studies. It will establish
a Corporate Planning Department in charge of coordinating
long-term planning with the Training Division and the
Department of Studies, and of preparation of the financial
and operational plans. NPA will appoint a suitable person
for heading this department.

Long-Term Planning

3. Within the fraimework of the National Development Plan, SPA will
prepare by June 30, 1984 a full five-year corporate plan. This plan will
be discussed with the Bank prior to final approval by NPA's Board, and
will be updated annually thereafter, in consultation with the Bank during
the project disbursement period.

The corporate plan will comprise:

(a) a :anpower plan, to be prepared with technical assistance
as needed (para. 3.07);

(L) an investment and financing plan (para. 5.06); and
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(c) an operational plan for port activities.

B. Financial Action Plan

4. This plan of acti3n comprises those measures geared to improving

profitability and strengthening NPA's working capital and liquidity.

Improvement of Profitability

5. In order to raise its operating revenues and to capture a

significant portion of the benefits for the project, NPA will ensure that

its tariffs are sufficient to achieve a working ratio defined as working

expenditures (i.e., staff costs, consumption and supplies, and general

expenditures) divided by total revenue from operations, of at least .52

in FY1984 and .50 from FY1986 forward (para. 7.19).

6. Tariff structure will reflect more adequately the full costs of

services providcd to port users defined as direct cost, plus depreciation

on infrastructure, financial costs, and a margin sufficient to cover

total overhead (para. 7.06).

7. In order to avoid an excessive increase in staff costs, NPA will

limit total overage salary increases resulting from promotion and

seniority to . maximum of 3% per annum starting in FY1984 (para. 7.07).

8. Further to para. 3(b) above, NPA's investment policy will be

described in a detailed five-year revolving investment and financing plan
to be prepared and presented to the Bank by June 30, 1984. This plan

will present in Part A all items justified by adequate technical,
economic and financial studies and in Part B items subject to further

study. It will be upaated annually, in consultation with the Bank,
during the disbursement period of the project (para. 5.06).

Strengthening of Financial Structure

9. In order to strengthen its fia-ncial structure, NPA should
improve the management of its short-term assets and reinforce its working

capital. For that purpose, the following objectives will be implemented:

(a) By June 30, 1984, commercial receivables will be reduced

to two months of revenue. For that purpose, NPA will give

full responsibility for revenue collection to the
operational department (para. 7.11);

(b) Starting as of December 31, 1983, bank overdrafts should
not be incurred (except for short periods (para. 7.21));

and
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(c) To avoid an excessive ircrease in indebtedness. NPA will
raise its contribution to capital investment on its own
fuads to 17% in FY1984 and 40% from 1986 forward

(para. 7.22).



CAMEROON
HIRD DOUALA PORT PROJECT
NATIONAL PORT AUTHORITY

ORGANIZATION CHART

wt,-

Sconda Ma rrt ov n(

ste4 Puli Heiddl10m

r - -g-

L '---ttier, el 0Sett y

L11

oJt a vvort ctcrc,

~ L L L L-
Oct ad1 -~

: n cC CC L4 ~ rg a uyg rup etW rsosTcnc dsra

L ~-
-t F ~ ,Ma 0 0 ~dgog ~ ~ ,p,,~, ~ tliit oci~c~cI W torl ua 2292

J I Ste ... ccm ... - tvn



CAME[
THIRD DOUALA Pun T PROJECT

Project Execution Timetable

lU M1 9 1811 1985 1986 1981 1988

1 2 J 'I3 4 1 2 31 1 Y 7 2 772 J 1 2

uj bo ~lt

iEntranco Channo

I L I

(i) Technicj i s ue

[V (ONSIn TAN TS--

b ) prviion ni const.eao

W)P eonl( AdminrUIption un

(Iv) h)In a o m t Ion Sy sm

(v) Po) ()e, I , vl) S I, y

M ) D. 101m) Study

un NI.viIat ion A 7ty-7
noin 'y 1983 

World Bank-24272



N, A

'N R A

-- - - ---- )A

F.,~F~CAAMEROON"

THIRD DOUALA PORT PROJECT
Project Location /

Wd

1 aoa a0a 0 -00 
o

.) aF sC'@ 'rovinci l p as .FFF ~ , -- -
D, ) sion capitals

fL ipaed rad, na o a oi ,; ,A D "Isocica u

F npavod roa)rd)S, provm oil Other towns GARCUA

p't poed roadIS, d OnC A porF

ie D s, on bo undJa r Ies,
Ry iverF- -Provl ncv ial boundar ies

S P 'rrs - -Internatonal boundar es

Ngaoundoe

I G R I A Y
F / F

F' F). N . Fr



N/II

N' m

iAMEN DA

6of ~ ~ TU( R0~ A L

A F R CA N

R E U L I C

(o @, Ao' bo

N~~ t' yoba (.kng.#BVI

RUEA) 0-A

n - bAUU½M-

Jj odom
A ~.Ah, P FJU I

Li -j

Il b An mo no IQ;

00

A h 0 N 0

ATO AL GU NE G AA B O N C O NCO

.. o. .D
-tdeD



. p -I u -

-,

-

om - C,- s r

THIRD D
DOWN

tI



1

a c

c CAMERCON

DCJALA THIRD DOUALA PORT PROJECT
NS E-AM DOWNSTREAM PORT pETENSICN

Mll'l



D9 R A 74 Cke

UNITED REPUBLIC OF CAMEROON -

THIRD DOUALA PORT PROJECT -
UPST-REAM PORT

PRENU -
F X S7h1 .1~~ 

.

Road

*',sa hd

- s-

h contou/
/r-'-ers

74

e



- x --

-..

- r-

7





PROJECT COMPLETION REPORT

REPUBLIC OF CAMEROON

THIRD DOUALA PORT PROJECT

Loan 2259-CM

May 29, 1992

Infrastructure Operations Division
Occidental and Central Africa Department
Africa'Regional Office



CURRENCY EXCHANGE RATES

Name of Currency: CFA Franc (CFAF)

1983........... US$ = 381
1984........... US$ = 437
1985........... US$ = 449
1986........... US$ = 346
1987........... US$ = 301
1988........... US$ = 298
1989........... US$ = 336
1990........... US$ = 285
1991........... US$ = 283

ABBREVIATIONS AND ACRONYMS

item English-French

AISC Africa Information Services Center

CNIC Douala Dockyard/Chantier Naval et Industriel du Cameroun

ERR Economic Rate of Return/Taux de rentabilit6 6conomique

ICB International Competitive Bidding/Appel d'offres international

OECF Overseas Economic Cooperation Fund

ONPC Cameroon National Port Authority/Office National des Ports du Cameroun

PCR Project Completion Report/Rapport d'achevement de Projet



REPUBLIC OF CAMEROON
THIRD DOUALA PORT PROJECT

LOAN 2259-CM

PROJECT COMPLETION REPORT

CONTENTS
Page No.

Preface
Evaluation Summary

PART I. PROJECT REVIEW FROM BANK'S PERSPECTIVE

1. Project Identity ................................ 1
2. Background ................................... 1
3. Project Objectives and Description .................... 2
4. Project Design and Organization ...................... 2
5. Project Implementation ........................... 4
6. Project Results ................................. 6
7. Project Sustainability ............................. 9
8. Bank Performance .............................. 9
9. Borrower Performance ............................ 12
10. Project Relationship ............................. 14
11. Consulting and Contractual Services ................... 15
12. Project Documentation and Data ...................... 15

PART II. PROJECT REVIEW FROM BORROWER'S PERSPECTIVE .... n.a.

PART I. STATISTICAL INFORMATION

1. Related Bank Loans and Credits ...................... 18
2. Project Timetable ............................... 19
3. Loan Disbursements ............................. 20
4. Project Implementation ........................... 21
5. Project Costs and Financing ........................ 22
6. Project Results ................................. 24
7. Compliance with Loan Covenants ..................... 35
8. Use of Bank Resources ........................... 37

Maps - IBRD N° 15995, 15996RI and 16183



REPUBLIC OF CAMEROON
THIRD DOUALA PORT PROJECT

LOAN 2259-CM

PROJECT COMPLETION REPORT

PREFACE

This is the Project Completion Report for the Third Douala Port Project in Cameroon,
for which Loan 2259-CM in the amount of US$22.5 M equivalent was approved on March 31,
1983. The Loan was closed on June 30, 1991, two years behind the original schedule. An

amount of US$1,820,738.66 was canceled from the Loan account on October 16, 1991.

The PCR was prepared in the Infrastructure Operations Division of the Occidental and
Central Africa Department on the basis of the Staff Appraisal Report, the Loan Agreement, the
Guarantee Agreement and IBRD correspondence files. The Borrower has not yet submitted its
own assessment of the Project for Part II of this report.,
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EVALUATION SUMMARY

Objectives

i. The project had three objectives: (a) provision of an additional capacity enabling the Port
of Douala to handle increasinggraffic volumes under improved conditions, with reduced ship
waiting time and service time; (b) improvement of navigational safety and access to the port; and
(c) improvement of the administrative and operating efficiency of the "Office National des Ports
du Cameroun" (ONPC), the national port authority (para. 3.01). The project consisted of

ghyjical~components (procurement of equipment and construction of a marginal berth) and of
non-physical components (studies, management improvements and technical assistance) (para.
3.02). Of all studies, the dredging study (technical and economic) was particularly important for
the port, since Douala is a river port with an access channel of limited draft.

Implementation Experience

ii. Berth construction works met with some problems regarding physical execution, but they
were overcome. Procurement of equipment went smoothly. Except for the procurement of a
tugboat, the physical components were completed with approximately a one-year delay. Studies
were delayed. Implementation of the management information system was slow due to the poor
performance of the consultant in charge. This component was not entirely completed at the date
of closure of the Loan. The Borrower generally conducted the project affairs well, but reporting
was uneven (paras. 5.01 to 5.07 and 9.03).

Results

iii. The project was based on a rapid development of containerization. Traffic did increase
at the beginning of project execution, but, due to the difficult situation of the Cameroonian
economy, has been stagnating or decreasing since 1986 as has the rate of containerization. At
present, facilities built under the project are becoming underutiized. Some aspects regarding
ONPC's management have improved, but the agency remains weak on dredging, the most
pressing problem facing Douala Port. Its limited autonomy hampers adjustment (e.g., staffing),
adaptation to changing circumstances (e.g., controlled tariffs), and optimization of resources (e.g.
services of an inefficient Government-owned shipyard which ONPC is forced to use, although
the Bank succeeded in preventing ONPC to operate directly the dock) (paras. 6.01 to 6.03).

iv. The financial covenants were only partially complied witt. The rate of return on fixed
assets remains well below the value specified in the Loan Agreement.- Assets are not annually
revalued. The amount of receivables has been regularly increasing due.to the general liquidity'
crisis in the economy, and ONPC has large bank overdrafts. Exchange rate losses on borrowing
are additional causes of financial deficits. Costs are being controlled, but to the detriment of
maintenance (paras. 6.04, 6.05, 9.02 and 9.05).
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v. The actual project cost was US$29.06 M equivalent, while the estimated project cost was

US$33.0 M. The underrun of 12.2% is attributable mainly to lower bids than expected on major
items such as civil works and purchase of a tugboat, and to the US$ appreciation during the

construction period. Some components of the project were procured in advance, eventually

without compliance with Bank Guidelines (para. 5.03). Duo to traffic shortfall, the overall ERR

of the project is between 5 and 10%, versus an estimated,27%. Detailed data on ships waiting

time are missing for a more accurate recalculation of the ERR. The physical items derive a

negative ERR, while the other items had a positive impact, measurement of which is difficult to

calculate, (para. 5.04 and 6.06).

Sustainability

vi. In view of the low ERR and the disappointing past and present financial and operational

performances of ONPC the project is hardly sustainable, However, the reasons for this lack of

sustainability are not coming from the components of the project themselves but from the

weakness of ONPC's management. Actions taken to improve this management would have made

the project sustainable. Improvement in financial records is considered sustainable (para. 7.01).

Findings and Lessons Learned

vii. A number of important conditionalities, generally related to port operations and

management, which had been adequately identified during preparation and appraisal, and

proposed for action and/or for covenants, were omitted between appraisal and negotiations,

without clear management decisiqrs recorded pn the matter (para. 8.01). This was apparently
due to acceleition in processing the project, in order to reach lending targ

Unfortunately, these omissions had a negative impact on the quality of project execution and its

sustainability.

viii. Traffic forecasts over the life of a port remain highly conjectural. The project was

processed at a time when economic prospects for Cameroon seemed generally favorable.

Although Bank estimates for port traffic were below those by the port, traffic forecasts proved

inaccurate over the Project period, wgich gives a degree of uncertainty to the exercise (paras.

6.01 and 8.03). This uncertainty should be removed by sensitivity studies,(paras. 6.01 and 8.04).

ix. Government's and Bank's views on the nature of ONPC, its autonomy and its institutional

role differ widely, and the issue was not openly addressed during the project's preparation. This

third project rested on premisses - and on covenants - which proved less than realistic. The

institutional analysis adequately covered a good financial analysis and a review of management

issues, but less adequately legal and political country issues found in port operations and

management. These issues should have been dealt with by drafting efficient plans for reform

(para. 8.07). Issues such as that of tariff increases were overblown in comparison to the basic

issues of cost cutting, and devolution of commercial and operational activities to the private sector

(para. 9.05).

x. Review of this project showed uneven supervision reports and a lack of coherent and

easily-accessible sets of data on the project (para. 12.04 to 12.06).
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PART I. PROJECT REVIEW FROM BANK'S PERSPECTIVE

1. Project Identity

Project Name Third Douala Port Project
Loan Number 2259-CM
RVP Unit Africa Region
Country Republic of Cameroon
Sector Transportation
Subsector Ports

2. Background

2.01. The Port Sector. The Bank Group has been associated in the development of the port
sector in Cameroon since the early seventies. In 1979, when the Second Douala Port Project (see
part III.1) was still incomplete, the Bank started discussions of a third port project with the
Government and its national port authority, the "Office National des Ports du Cameroun"
(ONPC). The economy of this oil-producing country was then buoyant, with an estimated GNP
annual growth rate of some 8.1 %. Port traffic at Douala, the main port of the country, had
increased by 7% annually during the last four years, reaching some 3.0 M tons. Shift of general
cargo traffic from break-bulk to container and roll on/roll off traffic was rapid. Container traffic
was reaching 1.2 M tons annually. Ship characteristics were changing, and, Douala being an
estuary port at some 20 miles from the sea, dredging its access channel to adequate depth became
essential but was costly. Relocation of banana traffic from a berth exposed to cement dust air
pollution to a new and more convenient berth was needed, but this necessitated a specialized shed
and new fruit conveyors.

2.02 ONPC had a complex and expensive development glan of its facilities. ,Its finances were
reasonably good. The rate of return on fixed assets was 4.0% in 1978, a good figure since
ONPC did not provide cargo handling services, usually the most profitable element in port
operations (here left to the private sector), and was subsidizing secondary ports and some river
navigation activities. It had a strong cash flow, but there was a risk that these resources would
be used in uneconomic investments, such as the relocation of some port activities, extension of
an industrial quay, dredging the access channel to 9.0 m, and, later, procurement of heavy
container handling equipment. Its management appeared satisfactory, despite overstaffing of the
agency. However, ONPC staff seemed to be somewhat carried away by an excessively optimistic
prospect of the Cameroon economy, and the Bank had to play a restraining role in this respect.
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2.03 Transport Sector. While the planning and management capacity of the port authority was
considered satisfactory, capabilities in the transport sector were in general limited. As a
consequence, the Bank's sectoral objectives, agreed by the Government, were: (a) trengthening
of management and improvement of operations in the sector; (b) provision of an additional
capacity to satisfy the demand; and (c) development of a transport planning capacity. The Third
Douala Port Project focused on (a) and (b) and was in line with the strategy. At the same time,
the Fifth Highway project (Loan 2180-CM) took care of (c), and a national transport survey was
in progress.

3. Project Objectives and Description

3.01 Project Objectives. ,The main objectives of the project were: (a) provision of an
additional capsacity enabling the port to handle increasing traffic volume under improved
conditions; (b) improvement of navigational safety by replacing an old tugboat, acquiring
electronic equipment and upgrading buoyage; ic) ifmgrovement of ONPC's management system
and administrative and operating efficiency; and (d) improvement of its financial situation by
reducing receivables, increasing tariffs, eliminating bank overdrafts, etc. The project was part
of the 1982-1986 ONPC investment plan, geared to extending port capacity following the
expected traffic increase as well as improving security of access and improving quality of service
to landlocked countries.

3.02 Project Description. The Third Douala Port Project (Loan 2259-CM) provided for:

(a) construction of: (a) two marginal berths for containers and for banana traffic
(plus an optional berth of 200 m, see para. 4.01); (b) a banana warehouse; and
(c) access roads and paving storage areas;

(b) procurement of: (a) mobile banana conveyors; (b) one 1,700 hp tugboat; and (c)
electronic and buoyage equipment;

(c) establishment of a management information system,; acquisition of equipment and
technical assistance for evaluation of computer requirements, operation and
training; and

(d) consulting services for: (a) supervision of civil works and procurement of
equipment; (b) staff evaluation, planning and administration; (c) records office
organization; (d) port sector study; (e) dredging studies; and (f) navigation aids
study.

4. Project Design and Organization

4.01 Project Concept and Preparation. Except for the information systems component, the
project was a traditional port investment project, prepared on the basis of studies conducted by
ONPC and consultants. Project scope and scale appeared adequate. Identification and
preparation took place from November 1978 to November 1980. The Bank insisted on a careful
selection of investments such as dredging the access channel to an uneconomically justified 9.0
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m depth, procurement of a new dredger and two container cranes, and set aside non-essential
items, such as the relocation of the traffic of the aluminum industry, modification to the existing
banana berth, construction of a refrigerated banana warehouse. This insistence delayed the

appraisal but benefitted the project, Cautiously, the Bank reduced forecasted container traffic by
consultants and ONPC from 3.3 Mtons in 1990 to 2.2 M tons, which the Borrower considered
too conservative but which finally proved overestimated (see para. 6.01). As a consequence of
this uncertainty regarding the future level of traffic, the Bank gave a conditional approval to the
construction of an additional 200 m of wharf, but only if, within seven months after the start of
construction, it were justified on the basis of updated traffic and productivity data. The Bank also
recommended technical, financial and economic studies on channel dredging, which were
included in the project. The weak point in the project concept was in not identifying growing
needs in port maintenance and rehabilitation. One and a half years after the start of the project,
the Bank was pressing ONPC on the issue of growing delayed maintenance, which indicated that
the problem had developed earlier than appraisal.

4.02 Appraisal. The project was appraised in April 1981, some 29 months after identification.
Traffic continued to increase rapidly, by some 10.0% per year, especially container traffic which
increased by 34% over 1980/1981. Despite good cargo handling productivity, ship waiting time
was increasing and the berth occupancy rate reached an uncomfortable 75%. Container traffic
growth made necessary a new berth design, and rendered obsolete some of the older berths of
the port. Consequently, timing of the project, which included extension of facilities, appeared
adequate. However, in this interim, ONPC's financial situation had deteriorated. 1/
Receivables reached four months of revenue, and cash flow was now negative. ONPC's
contribution to investments had declined to zero, investments being financed by borrowing,
foreign aid and capital subsidies from Government. Working expenses and staffing were

increasing and so were bank overdrafts (CFAF 440 M or US$1.8 M).

4.03 Preparation and appraisal were generally complete, except for the evaluation of needs for
computer equipment (an innovative item) left to be executed by consultants during project
execution. The technical role of the institutions and agencies responsible for the project were
clearly defined: (a) poor technical and financial productivity of ONPC's ship repair activities
remained a major issue. The Bank required the creation of a separate company to take over these
activity, which financial viability was very much in doubt. This was done in order to protect the
port of this unnecessary burden; (b) measures for improved manpower planning and training at
ONPC were included in the project; and (c) it was decided to secure long-term contracts with
users before procuring the equipment at port authority's costs, because fruit loaders, to be
financed by the Bank, were to be leased to private operators.

4.04 The twenty two-month delay between appraisal and negotiations was excessive. It was
caused by the slow reaction of the Government to the conclusions and recommendations of the
appraisal mission and the issues meeting, as well as the need for further preparation work after
appraisal (economic and financial justification of tugboat, final scope of project, etc). _Various.
issues were overlooked, even though this was the third port project, and the Bank was familiar
with ONPC: () ONPC's weakness regarding maintenance dredging* was not clearly identified;

1/ Rather than a net profit of CFAF 482 M in 1978 and 327 in 1979, there had been a net loss of
CFAF 284 M in 1980.
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(b) the actual implementation of ONPC's Articles of Agreement, especially as regards ONPC's
autonomy vis-4-vis the Government, and the composition and role of its board of directors, which
had an impact on management and financial policies, were not explored; (c) the quality of
ONPC's management was probably overestimated; (d) the Government's reluctance to increase

port tariffs, and long delays before acceptance were not expected; (e) regarding ONPC's financial
account, the impact of Government capital subsidies, which artificially improved financial results,
and, more seriously, reduced the depreciation allowance, was disregarded (these subsidies
weakened the cash flow and sent the wrong signal as regards the level of necessary tariff
increases); and (4 two major risks were not identifie4: (i) that traffic projections would not

materialize; and (ii) that the Government might make such decisions as massive salary increases

(which would run contrary to ONPC's management plans, an issue related to ONPC's lack of
autonomy). An Action Plan for Organizational Development and a Financial Action Plan were
elaborated during the project's appraisal. However, that did not include performance indicators
other than the standard financial ratios.

4.05 Economic and Financial Rates ofReturn. Based on expected improvement in productivity
at appraisal, the project's economic rate of return was estimated at 27% (34%, 18% and 27%,
respectively, for the container berth, the tugboat, and the technical assistance and data

processing). The expected financial rate of return was 9.1% in 1990, on the historical value of

assets, and 4.7% on revalued assets. At first sight, these financial returns should have appeared
very good for a port authority with the profile of ONPC (a large dredging bill, subsidies to

secondary ports and no cargo handling activity) and given its financial history.

5. Project Implementation

5.01 Loan Effectiveness and Project Start-up. The Loan was approved in March 1983, signed
in September 1983, and became effective in December. The three-month period between

signature and effectiveness was satisfactory at a time when the Government was being
reorganized. To ascertain project costs, bids for civil works were called for before Board

presentation, and were found lower than expected. The Government, under advice from ONPC,
took the decision to incorporate in the bid the optional berth, expecting lower cost if built at the

same time as the other two. In April 1984, one year after negotiations, ONPC provided the
revised economic justification of this berth, confirmation of which disbursement under that item

was subject to.' However, no trace of this document can be found in project files.

5.02 Implementation Schedule. Project implementation was to take five years and the project

to be completed by the end of 1988. The project was substantially completed by the end of 1990,
with a delay of two and a half years. Main issues which delayed completion during project

implementation, were:

(a) construction problems with part of the container berth retaining wall, resulting partly
from poor soil conditions and partly from the contractor not adhering to design standards.
A major contractor's claim in that respect was rejected and later dropped by the
contractor;
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(b) design, selection, and procurement of equipment for fruit loading, and the conclusion of

long-term contracts with operators took longer than expected;

(c) underestimated delays necessary to execute the information systems component (ONPC
canceled the consultant's contract after one year and moved to other consultants); 2/

(d) ONPC's general manager, who was familiar with the project, was replaced after two
years of project execution, due to mismanagement; ONPC moved to new premises; and

(e) the preparation of studies, particularly dredging, took longer than expected and so did
recruitment of some consultants.

5.03 Procurement. Procurement was not delayed because the Borrower went ahead rapidly
on civil works. But the Bank had difficulties impressing on the Borrower and the Guarantor to
follow Bank's procurement guidelines. *The Borrower did not accept the public opening of bids,
and the Bank, under internal as well as external pressure, gave up on this point. Despite the two
parties expressed in the minutes of negotiation their intention to reopen the discussion later, the
issue was no more raised during project execution. ONPC's General manager was so eager to
start works early on the container berths that he signed civil works and supervision contracts
without the Bank's prior review and comments on the draft documents. This should have been

sanctioned by a formal protest, of which no record can be found. Procurement of the tugboat
raised no issue. Further on in the project, difficulties developed regarding computers, something
that can be considered inherent to the procurement of this type of specialized equipment. There
was no problem with consultants' contracts. Altogether, the procurement performance can be
considered fair.

5.04 Project Costs. Based on Bank disbursements and the percentage of foreign exchange used
at appraisal, the project cost was US$29.06 M compared with US$33.0 M estimated at appraisal.
This amount includes US$1,820,738.66 canceled from the Loan accounts at Loan closure.
Detailed project costs are given in Table A of Section 5 of Part III.

5.05 Disbursements. From the start of the project, disbursements were slower than expected
because of the delays in procuring equipment and, more generally, in transmitting disbursement
documents to the Bank. There were repeated complaints from contractors because of late
payments (e.g. the shipyard responsible for building the 1,700 hp tug boat). Disbursement lag
was more than 50% at times and fell only at the end of project execution. Estimated and actual
disbursements are given in Section 3 of Part III. The Loan account was closed on October 16,
1991, after two extensions of the Closing Date, and US$1,820,738.66 equivalent was canceled
from the Loan accounts. The Bank had made a third extension conditional on Government's
decision to postpone procurement of container cranes, to be financed by OECF, which the I
Government did not accept (see para. 9.04). Non-compliance with this condition of the Loan
Agreement and general suspension of Cameroon at the time of decision led the Bank to close the
Loan. There was no problem with the provision of counterpart funds by ONPC.

2/ This contract was being financed retroactively by the Bank.
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5.06 Loan Allocation. The original and revised allocations and actual disbursements are shown
in Table B, Section 5 of Part III. In 1990, some US$1.5 M of Loan funds was reallocated for
urgent rehabilitation works on the port premises, reflecting deferred maintenance. However, due
to the closure of the Loan, most of the amount allocated to these works was not disbursed.

5.07 Variance from Appraised Project. The project after completion differs from the initial
project by only a few variances: (a) paving in the project area was added to the original civil
works item, and financed from savings on the main contract. These works were economically
justified and complemented the original project (they had not been included originally as a matter
of caution given the uncertainty of costs); (b) item B(d) of project description (equipment for
buoyage) was deleted in 1988 (see para. 6.02) ; and (c) urgent rehabilitation works mentioned
in para. 5.06 above were added to the project, but Loan closure stopped early disbursements.

6. Project Results

6.01 Project Objectives. The first project objective was to provide additional port capacity
geared to heavier traffic Wyhich did not develop. The average annual growth rate forecastid
between 1980 and 1990 amounted to 8.1%. The Bank considered this realistic and perhaps
somewhat conservative, because the comparable average annual growth rate had been 10.1%
during the 1975-1980 period. However, sensitivity of the forecasts to the main macroeconomic
variables - the price of oil, of agricultural exports and imports (mainly from Europe) - had not
been tested. 2/ The unexpected change in the general international economic conditions, the
decline in the purchasing power of exports as well as the changed outlook for the Cameroonian
oil and gas production and exports had a negative impact on actual and potential growth in
income and exports, and, hence, on imports. From 1983 to 1986, the growth rate was erratic and
averaged 3.2%. Traffic peaked at 4.4 M tons in 1985 (partly one-time emergency food imports),
against a forecasted 5.9 M tons. In 1990, it had declined to 3.9 M tons, less than half the
expected 8.0 M tons. Container traffic reached a peak in 1985 with 101,000 boxes and 922,000
tons but then declined. In 1990, it was 80,000 boxes for 746,000 tons, compared to the
"conservative" 2.4 M tons (220,000 boxes) estimated for that year. Productivity in tons per
shipday did not improve as expected but went down. It has been particularly disappointing for
reefer vessels loading bananas with equipment financed from the project. Although privatized,
the performance of operators (planters, truckers, etc.) is poor. Table A of Section 6 of Part III
summarizes traffic during the years of project execution.

6.02 The second objective was to improve safety and ship handling, and was met. The new
tugboat was delivered. Radiolocation and other equipment for sounding data are in place and
operational. Regarding upgrading of buoyage, it proved to be more complex and more costly
from the start than had originally been envisaged. While US$200,000 had been included in the
project for the procurement of miscellaneous buoyage equipment, subsequent ONPC estimates

3/ When the project was appraised in 1981,,projections of commodity prices were optimistic. By
end 1982, before negotiations, Bank projections for 1990 were for an increase in oil prices of 20%, in
timber prices of 14% and in tropical products (coffee, cocoa, etc.) of some 10%. The collapse of
commodity prices came later.
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for a larger project amounted to some US$12.0 M equivalent. The Bank cautioned ONPC on
such an expense, which was deferred but later financed by bilateral aid.

6.03 ,The project's third objective, to improve ONPC's management information systems and
its administrative and operating efficiency, was partially met, ONPC now has a management and
financial information system, and there is an adequate flow of information. Financial documents
have improved. They are more frequent, more informative and better presented. However,
much remains to be done for the system to be fully utilized. For example, ONPC is unable to
counter- check the collection of cargo dues by Customs, despite the fact that it has the necessary
documentation, staff and computer equipment. As a consequence, the agency does not know
whether the sums paid to it by Customs are what they should be. 4/ Planning has been
improved with the establishment of a five-year strategic rolling plan. Extensive studies on
staffing have been conducted; while they permitted better staff management, they did not seem
to bring about a reduction in overstaffing. Despite an internal reorganization, ONPC is still a
large institution, divided into 162 different sections under six departments. Staffing has been
reduced by 15% since 1985, achieved by attrition, but mainly by transfer of ship maintenance
and repair activities to the newly formed Chantier Naval et Industriel du Cameroun (CNIC),
which is operating an underutilized Government-owned 10,000 t floating dock. Costs have been
cut, but this has been achieved through deferred maintenance and sometimes artificially-low
depreciation allowances rather than through reduction in staffing. Consequently, after reaching
a peak in 1985/86, dredging productivity has been declining and general maintenance in the port
is insufficient. Despite the development in training, many staff are underqualified and not
motivated, placing a strain on a relatively thin (10% of staff) management staff. Since ONPC's
management does not take necessary actions to dismiss inefficient staff and to replace it by better
staff, overall quality of the agency can only improve slowly.

6.04 Port Finance. Port finances were expected to improve during the projegg. However,,
ONPC's financial position deteriorated soon after Loan effectiveness, even before traffic showed
signs of decline. In 1983, net result was a surplus of CFAF 339 M against a forecasted 733.
In the following seven years to 1990, only two years showed a profit. From 1986 to 1990,
accumulated net losses amounted to CFAF 3,089 M (US$11.2 M) against accumulated surpluses
of CFAF 12,547 M (US$45.6 M) projected. In 1990, receivables represent 4.4 months of
revenue, of which 39% are bad debts or bounced checks, part of which may never be recovered
despite ONPC's efforts. Bank overdrafts are at present some CFAF 2,500 M (US$10.0 M).
Tariff increases, despite repeated requests from ONPC to Government, did not follow the pace
of inflation. I/ While prices increased by 241% from FY83/84 to FY90/91, tariffs on ships

4/ Noting discrepancies between an increase in port tariffs and its actual impact on port authority
revenue, the auditors specifically requested in their FY1988 report that ONPC should be directly
responsible for collecting port dues on cargo. No action was taken on this point, which the Bank
apparently did not pick up.

5/ However, Government financed expenses which should have been financed by ONPC. For
example, a Dutch Government Loan for dredging (US$10.0 M equivalent) has not been onlent to ONPC,
which is equivalent to a subsidy to ONPC. On the other side, ONPC has to subsidize money-losing
activities considered broad economic interest (e.g., the fishing sector.) Despite a clear legislation, financial

.relations between Government and ONPC are not clear. They are also erratic, which discourages propef
planning.
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increased only by 41.6% and tariffs on cargo by 15.5%. During FY89/90, ONPC's operating
ratio was 1.22. In addition, foreign exchange losses on borrowing, including IBRD borrowing,
have been substantial, amounting over seven years to some CFAF 400 M annually (US$1.5 M).

6.05 The following measures would have considerably improved the situation and permitted
ONPC to balance its accounts and derive a surplus: (a) relatively modest tariff increases, even
below inflation; (b) licensing of the ice and cold storage plant to a private operator (ONPC loses
annually some CFAF 900 M (US$3.3 M) on this activity, more than its total net losses); (c)
management of foreign exchange risk, if possible, given the lack of ONPC's financial autonomy;
and (d) contracting dredging works instead of using force account, which is both costly and
inefficient. It is important to mention that considerable deferred maintenance of all facilities has
accumulated. The port authority is losing its substance, which the balance sheets do not reflect,
and which artificially increases the added value which ONPC generates. Rates of return on fixed
assets claimed, on assets at historical cost, must therefore be accepted with caution. ONPC is
a capital-intensive venture with a high percentage of fixed assets, heavy debt and high
maintenance costs and is a public port authority with little possibility of dismissing staff at short
notice. .Therefore, it has little chance of reducing its expenses very soon or in the near future.
Its management improved during project execution regarding accounting, day-to-day financial
procedures, and financial productivity (the added value ratio went up from 65.5% in FY83/84
to 85.0% in FY89/90), / but ONPC's financial autonomy still needs to be improved. In this
respect, the respective infrastructure ownership rights and financing responsibilities of the
Government and ONPC should be clarified. 7/ Table B of Section 6 of Part III summarizes
ONPC's financial situation during project execution.

6.06 Economic Performance. The absence of data severely limits the recalculation of the
economic rate of return of the project. To a certain extent, the shortfall in traffic had an
economic impact. A major problem at Douala port is the increasing obsolescence of most berths.
Therefore, some of the berths built under the project at Douala port are necessary, even if traffic
stagnates, because of the changes in ship technology (more roll-on/roll off vessels, car carriers,
etc.). The investments in the project contributed to the reduction of berth occupancy, which went
down from 65% to 50%. Based on actual costs and benefits as determined at appraisal, assuming
that 20% of planned benefits to derive from savings on general cargo service time were obtained,
and that the benefits from improved banana handling conditions have been obtained (an optimistic
assumption - see para. 6.01), the container and multi-purpose berth derives a return of 7.2%.
On assumption that the benefits on handling conditions of bananas were obtained after a five-year
delay, the rate of return would fall to 4.0%. However, it is not realistic that traffic will continue
to stagnate until the end of project life; this would ignore the cyclical nature of port traffic. If
the expected benefits on general cargo and container traffic increase to 40% by 1995 - a
conservative assumption - the rate of return on the berth would reach 6.5% Other benefits
which were not measured were improvement of safety in the port due to the presence of the new

6/ Added value here is equal to turnover minus expenses for goods and services, but excluding
salaries and benefits, depreciation and interest.

7/ ONPC believes Government, not ONPC, should finance channel maintenance, which is inaccurate.
Whatever their magnitude, dredging costs are port costs.
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tugboat and benefits derived from technical assistance and data processing. Altogether, one may
assume that the global rate of return, at present, is between 5 and 10%.

7. Project Sustainability

7.01 In view of the low ERR, the disappointing traffic and the poor financial performance, the
main item of the project - that is civil works - is not immediately sustainable. In addition, a
flour mill and grain silos are now being built next to the container terminal, an uneconomic
planning choice. This is likely to jeopardize future development of containerized traffic. The
safety item (tugboat and radiolocation equipment) is well sustainable, so is the central data
processing system. Improvements in financial reporting and bookkeeping and management also
are sustainable.

8. Bank Performance

8.01 Appraisal and Negotiations. The Bank gave much attention to this project before, during
and after appraisal. As reported above (para. 4.01), it resisted pressure to develop a larger
project. It gave full attention to procurement, terms of reference for consultants, selection of
contractors and consultants, etc.. However, when the draft appraisal report was issued, some
staff seemed especially anxious to have "a greatly reduced number of legal conditions for this
rather straightforward operation involving a generally well-managed and basically sound financial
institution," a/ an optimistic view of the project and the Borrower. The concern was that the
project should fie processed swiftly, and if possible, its board presentation be put forward in the
fiscal year. As a result, some of the conditions decided on during the decision meeting were
eliminated from the final documents such as: (a) plan of action for reducing container storage
time; (b) transfer of the collection of port charges from Customs to ONPC (certainly a major
issue); (c) acquisition of a new stationary dredger; (d) Government budget funds to be provided
to ONPC on a loan, not on a grant basis; 2/ (e) obligation to evaluate the studies on workshop
and repair facilities with the Bank _j/; and (f) no disbursement on hardware and software
computer equipment unless the detailed elements proposed were justified by a study to be
conducted by consultants. 11/ Only the deletion of conditions (a) and (b) above were

8/ Memorandum dated September 14, 1981, Legal File Correspondence, Volume 1.

9/ The elimination of that issue from lending conditions was probably a good thing. However,
ONPC's financial situation deteriorated so rapidly that, two years later, Bank missions deplored
Government's not increasing its equity contributions to ONPC's capital by the amounts expected. Since
Government obtains no return on such equity, these contributions are, in fact, large investment subsidies.

10/ This was watered down in a clause by which the borrower "will consult with the Bank before
finalizing any arrangement whereby a third party would participate in the ship repair yard activities."

ll/ The only condition left in that respect was that ONPC would recruit a qualified computer specialist
by a date stipulated in the Action Plan attached to the loan agreement.
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submitted to RVP's approval, on the basis of optimistic information. 12/ The format of
progress reports was also not agreed upon at negotiations. The format to be followed was
communicated to the Borrower only one year later.

8.02 Project Execution. Completion of civil works was delayed by one year due to unexpected
construction difficulties, but this had no economic impact because traffic did not develop as
expected. Project execution was satisfactory regarding procurement of the tugboat. Procurement
of the fruit conveyor was delayed because an agreement had to be sought with its future private
users; equipment selected proved partly ill adapted when installed and had to be complemented
at the end of the project. All studies were delayed by the slow drafting of terms of reference (to
which the Borrower added eventually beyond what the project encompassed) and recruitment of
consultants. Suspension of disbursements (Sept. 18, 1991) and Loan Closure (October 16, 1991)
interrupted eventually procurement and implementation of some of the softwares.

8.03 Main Lessons. It could be argued that the Bank did not react quickly enough to
changing circumstances and did not realize when traffic started to level off, that this was not
accidental, but the beginning of a changing tide and a long period of crisis. There was, indeed,
a general optimism about the future of Cameroon's economy, which influenced decision making
on project processing. Indeed, at the time of negotiations, two years after appraisal, there was
no sign of traffic decline. Once the project was started, little could be done regarding its scope.
Civil works, the main item, could not be stopped. The construction of the third berth was not
unsound, since it eliminated a hiatus in the continuity of the quay wall (see Map 15996). The
tugboat, a major element in a port, was necessary. During the first three years of project, the
attention given to civil works execution by the project manager may have seemed excessive
compared to other aspects of the project, but his excellent engineering qualifications as well as
his knowledge of construction and dredging problems, were most instrumental to the success of
the important dredging study.

8.04 The Bank's attention, however, should have been drawn to ONPC's financial
deterioration, which had started long before traffic stagnated or declined, reflecting weaknesses
in ONPC's management. A sensitivity analysis, stricter conditionality, and more cautious
financial projections would have been in order. Project files also indicate that some issues of
day-to-day management JJ had been missed, probably because Bank teams, limited to
engineers, economists and financial analysts, rarely included specialists familiar with port
operations and day-to-day management of wharfs, terminals, marine services, etc.. For the
preparation of the follow-up project in progress (Transport Sector Project), the ONPC's main
weaknesses in that respect should be identified. Institutional aspects also necessitate expert
advice. The Bank should take an interest in the basic problem of ONPC's legal statutes, their
enforcement and interpretation, and related issues. 14/ For example, project files indicate

12/ See 4WA2DR Memo to RVP, November 16, 1982.

13/ Deterioration of security conditions, poor maintenance of facilities, inadequate users control, poor
organization of storage areas, absence of parking rules, accumulation of trash and garbage in port areas,
etc.

14/ The matter was dealt with in early 1990 in a consultant report on the maritime sector of
Cameroon, financed by the Bank under the public enterprise project.
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that, in 1989, ONPC's tax status was modified to a considerable extent, the agency not paying
customs duties any longer. These types of modifications or decisions should be routinely
reviewed and discussed in detail with the Borrower and the Guarantor, because of macroeconomic
impact and impact on government finance.

8.05 Project Supervision. Except during one year after the Bank's 1987 reorganization, the
supervision effort was substantial (see Section 8 of Part III for staff inputs). Most aide-memoires
left with Borrowers are complete and detailed, especially from 1987 onwards. There were four
task managers on the proje t. Two were engineers (1984-1987), one was a financial analyst
(1987 to 1991), and one was a transport economist (1991 to the end). During the last stages of
project supervision, a port specialist with experience of operations, as well as a computer expert
joined the missions.

8.06 The Bank did not impose the adequate discipline to the Borrower regarding reporting,
finance, management, operations, and, generally, compliance to Loan conditions. It did not react
strongly enough to the absence of audited accounts and poor-quality audits or to covenants being
overlooked (see Part III, Section 7). Financial covenants, were not enforced as they should have
been except at the end of the Project when US$1.8 was cancelled (see para. 9.04). Tfie
terminology used in letters to ONPC and to the Government on tariff increases and other financial
issues was weak. It is doubtful that these helped the Borrower to internalize the clauses of the
Loan Agreement and to take them seriously. Given the early and rapid deterioration of the
financial situation, a stronger stand should have been taken on: (a) unnecessary expenses; (b)
money-losing activities (on which the Borrower has been permanently in breach of Section
5.04(d) of the Loan Agreement); (c) the deficit of secondary ports; and (d) the poor performance
in respect to dredging (which has been plaguing the port of Douala for decades). The issue of
transferring revenue collection from Customs to ONPC, considered important at appraisal, was
not covenanted (see para. 8.01). The situation is still the same in that respect, still unsatisfacto-
ry. So has been the issue of duration of stay of containers in the container terminal. 15/

8.07 Main Lessons. The assumption made by the Bank that ONPC would operate as a
decentralized autonomous authority, never came true. ONPC is more a government department
run by civil servants, _1/ with a board formed mainly of civil servants and chaired by a
Minister. All Board decisions are formally approved at Government level, creating long delays
before their implementation, rather than being implicitly approved after a short waiting period
as stipulated in statutes. Major decisions are also taken in consultation with the Government.
ONPC has no real financial autonomy, its financial commitments have little meaning, and it lacks
business tradition. Where the Bank sees an economic organization with a precise jurisdiction,
commercially operated and establishing its tariffs freely, Government sees a closely controlled

15/ This is not only due to inadequate customs procedures, as the appraisal mission believed. In fact,
traders deliberately leave their containers in the terminal until cargo has been sold on the market, and
ONPC is lax on applying penalties, offering rebates on amounts due encouraging the traders to persist in
using the port as a long-term storage depot. Typically, this point was clarified in 1990 by a port operations
consultant.

16/ While ONPC's senior managers are civil servants seconded from the regular civil service and in
direct and easy contact with the supervisory ministries, other staff are under common law contracts with
ONPC, a dichotomy which is not without influence on management attitudes.
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state-owned utility, used as an instrument in its broad development, national and social policy,
and granted with a purely functional independence, Both close control, and indifference to
financial losses result from such an approach 17/ as does the hesitation to open the authority's
board of directors to the private sector, still largely expatriate. Not only are tariff adjustments
decided by Government well after ONPC's requests, but they are also always lower than
requested. Staff salary increases, sometimes massive, are also decided unilaterally by
Government. Government equity contributions, while rather substantial in the past, are at present
lagging behind, and the Port Authority is under-capitalized. 18/ It is therefore unreasonable
to build a project on the assumption that tariff increases will take place when and where they are
requested, gnless one is fully decided to stop disbursements as soon and as often as necessary.
Before implementing a new project, the issues of tariff adjustments, restructuring, reduction of
staff and elimination of money losing activities, need to be addressed. The role and responsibili-
ties of ONPC as an institution have to be clearly defined and agreed upon by the Bank and the
Government.

8.08 Port Projects have become increasingly complex and the traditional threesome engi-
neer/economist/financial analyst was not sufficient. If the project was to be successful, port
operators, training, computer and institutional specialists were needed in appraisal and supervision
teams, even for projects that appear to be simple. Legal implications of institutional work needed
to be appraised and supervised. Consistency between Loan covenants and the law of the land
and their relationships also needed to be assessed. 19/

9. Borrower Performance

9.01 Physical Execution. The Borrower started the project enthusiastically, fully confident
that traffic would develop even faster than the Bank anticipated. Significantly, during
negotiations, ONPC committed itself to eliminate its bank overdrafts six months earlier than
originally stipulated in the draft Loan documents. This proved to be too optimistic. The
Borrower also wanted to expand the scope of the project, which the Bank resisted. While the
Bank agreed to the use of savings from civil works to pave some storage areas, it cautioned
against adding an automatic depth measuring device to the navigation aid system. This was
considered unjustified and too costly. This investment was, however, financed from bilateral aid,
which is typical of the difficulties met by the Bank regarding investment discipline. Generally,
with things related to physical implementation, studies and technical matters, the Borrower was
active and imaginative and well in control. This included the handling of a major claim by the
main contractor. Documents on physical development and engineering were carefully prepared.
However, concrete performance on dredging by force account was inadequate, to the point of
jeopardizing the dredging works completed under contract in 1988. Because the port dredger was

17/ In late 1991, Government made it compulsory for ONPC to contract with the inefficient and costly
Government-owned CNIC for the overhaul of floating craft, despite the fact that ONPC had specifically
rejected CNIC's proposal after a standard call for bids.

18/ See note 7 above for a qualification.

19/ A case at hand is the perennial conflict on assets revaluation.
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unable to dredge its part of the channel, siltation developed in the dredged section. This was due
partly to the poor services of the local government-owned shipyard, and to uneven performance
by ONPC in the matter of dredging, a perennial problem over the last twenty-five years, a
problem which still needs to be firmly addressed.

9.02 Finance and Management. Presentation and quality of ONPC's accounts have been
steadily improving during project execution, with the introduction of new documents such as the
budget execution report. The finance department, which remained for a time without a
department's head, was slow in producing accounts. Audited accounts were communicated late
to the Bank. Audit was not up to international standards at the start, but improved during project
execution. The deterioration of the financial situation did not escape ONPC's attention and it
proposed solutions, such as tariff increases to the Government, which acted late and inadequately
or did not act at all. ONPC had questionable investments, such as in CNIC, that have been, until
now, non-revenue earning capital assets with chances of becoming a total loss. ONPC cannot
recover amounts due by Government of quasi-public agencies (e.g., Chamber of Commerce).
ONPC's operating expenses have been reduced to the detriment of maintenance, and because it
has been unable to operate its dredger. Contractors' and consultants' bills were paid with
considerable delay. Maintenance continued to be poor, not only because of money shortage, but
also because of mediocre day-to-day management. Lack of qualified and efficient middle-level
supervisory staff has been evident. To the credit of ONPC's present management, it should be
mentioned that the change in general manager at mid-project was followed by an internal audit
and a number of correcting measures to rectify the situation left by an earlier dynamic but at
times haphazard management.

9.03 , Reporting. Progress reports were uneven and there were interruptions in their
production. The original format communicated to the Borrower was not followed. Two years
after the start of project execution, a Bank mission agreed that quarterly progress reports would
be in the form of computerized tables. Their format could have been more comprehensive, and
they lacked complementary information.

9.04 Covenants. The Borrower generally complied with the Action Plan for Organizational
Development covenanted under Section 4.01 of the Loan Agreement. It also complied with
standard covenants on accounting, employment of consultants, and auditing. But it is in default
on other covenants. Thefinancial rate of return covenanted was not obtained and most of the
financial action plan agreed upon was not implemented. Tariffs were not revised to reflect the
full cost of port services, which was partly due to the delay in issuing the consultant report on
tariffs. 2/ None of the covenants related to dredging were complied with (maintenance
dredging planstudy on deepening of the channel, consultation with the Bank before undertaking
works related to the deepening of the channel). Delays in payment of contractors and consultants
did not reflect the sound administrative and management practices which were covenanted. More
importantly, no container crane was to be acquired without an economic and financial justification
acceptable to the Bank. In 1990, in developing earlier proposals, the Government contemplated
acquiring two container cranes without such an acceptable justification. The Bank informed the
Government that it would consider this acquisition contrary to the Loan Agreement, and, on this
basis, would not be inclined to extend for a third time the Closing Date of the Loan beyond June

20/ Report issued in February 1990.
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30, 1991. Comments in Section 6-B of Part III give details on the Borrower's general

compliance with the Financial Action Plan. Section 7 of Part III gives the status of the

Borrower's compliance with the Loan Agreement.

9.05 Main Lessons.

(a) ONPC should do more in terms of promotion, planning, monitoring and less in

terms of direct involvement in port activities. 21/ Like many other port
authorities, ONPC still uses too much force account and, therefore, is overstaffed

in quantity and understaffed in quality in the low grades.

(b) Transfer of ship repair activities to CNIC was basically sound but did not address

the issue of the shipyard itself;

(c) Dredging should be contracted out, and the cold and ice plant transferred to the

private sector. What happened on towage is a striking example of a wrong

policy-making decision. Originally, it was private, under a license. It was a

profitable, tax paying, self-financing activity. The license was revoked in the

70s, and towage was taken over by ONPC. Government lost the proceeds of

taxation, and present profit from towage was used (and still is) to subsidize

ONPC's money-losing activities. ONPC was forced to borrow from the Bank

to replace its tugboat, and, in 1992, proposed more borrowing to acquire another

tugboat. The consequences are a net loss to ONPC and to the country's
economy. UNPC now rejects suggestions to privatize towage on the ground that

it is making profits. But, as long as this continues, there will be no incentive to

reduce or eliminate the money-losing activities;

(d) Contractual arrangements with private operators should include minimum

performance clauses, and the right for ONPC to monitor these performances; and

(e) As regards consultants and contractors, the Bank should seriously consider the

perennial problem of Borrower's delays in paying bills, including advance

payments after contract signature.

10. Project Relationship

10.01 Relationships between the Bank and the Borrower/Government were good. The Borrower

provided Bank supervision missions with well prepared and complete mission files. There were

no cofinanciers.

21/ It is fair to mention that, contrary to some other port authorities in the region (Nigeria, Ghana,
Zaire, etc.), ONPC, similar to Abidjan Port in Cte d'Ivoire, leaves a major role to the private sector,
especially regarding cargo handling and storage.
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11. Consulting and Contractual Services

11.01 Except for a Bank-financed consultant whose contract for computer and information
services had to be canceled because of unsatisfactory performance, there were no major problems
with consultant services.

11.02 The contractor for civil works did not follow the original design exactly. This, and poor
soil conditions, caused difficulties and a delay in quay construction, so additional works were
necessary. The contractor placed a claim. The matter was to be settled by a lump sum offer
from the owner, which the contractor disregarded until it was too late to finance it from the
Loan, whose accounts were being closed.

12. Project Documentation and Data

12.01 Legal Agreement. Legal agreements were very much boiler plate. As indicated in para.
8.01, the elimination of covnaniis agreed upon during a decision meeting had a significant impact
on the project. Not enough precautions were taken regarding the investment limitation clause
stipulated in Section 5.06 (b) of the Loan Agreement (container cranes). The cranes are expected
to be procured by Government in late 1992 and installed on port premises in 1994. They would
have been included in port assets and been depreciated by ONPC, which is equivalent to an
acquisition by ONPC. The Borrower, however, interprets the letter of the Loan Agreement
strictly (if not its spirit), and considers the cranes a Government acquisition and not one by
ONPC directly. 22/ A stricter wording of Section 5.06 (b) would have discouraged such a
narrow technical interpretation.

12.02 Staff Appraisal Report. The staff appraisal report provided a useful framework for
project implementation. It was updated before finalization to reflect information obtained between
appraisal and negotiations. Some important elements of appraisal were omitted from the report,
such as projections of number and types and size of ships calling at Douala over the reviewed
period. Also, it was not fully updated between green and buff and does not reflect exactly the
final agreement between the Bank and the Borrower, nor does it include a list of project files.

12.03 Supervision Reports. Early supervision reports, with relevant annexes, permitted
following up on project execution. Supervision reports reduced to Form 590 and to the aide-
memoire are inadequate for that purpose. Annexes are not coherent during the life of the project,
making it difficult to follow project execution, traffic development, finances, etc.. However, the
aide-memoires were substantial documents, not watered down. They apparently reflect the
mission's views, not a negotiated representation.

12.04 Main Lessons. Experience from this project indicates that the compression of
supervision reports must not be excessive. The following annexes 23/ are necessary for an

22/ Little matter the future allocation of depreciation reflects compliance with the Loan Agreement,
on which the Bank disagrees.

23/ Which may not be printed, but kept on diskettes and printed only when needed.
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adequate follow-up and post evaluation of the project: project execution following the format of
project description, status of covenants, traffic, performance indicators as agreed at appraisal,
financial tables 24/ and any other tables specific to the project. This should be fixed at
negotiations, so that the format of Borrower's progress reports adhere as closely as possible to
the format of tables in appraisal and supervision reports, and later in the PCR.

12.05 PCR Data. General files kept in the Africa Information Services Center (AISC) are
complete as are most progress reports. Details of economic calculations are absent from Project
files. Some consultant reports, but mainly documents and reports brought back by supervision
missions, were not logged in 25/ and were found in the individual files of the successive
project managers.

12.06 Main Lessons. There is a need for a project-oriented system of logging at Divisional
level, in liaison with the AISC system. Major documents kept in staff members' offices should
be logged, in order to be located easily. Also, at project closure, and when there is a follow-up
project, the Division should inform the AISC on which documents (mainly consultant reports)
should be transferred to the Document Files of the new project, and not sent to permanent long-
distance storage. These few points of good administration would help save staff time during
supervision and PCR writing.

24/ Not all financial analysts have the same accounting standards and presentation. Staff rotation
during project implementation makes follow-up difficult because of changes in format.

25/ Or, worse, documents were not sent to AISC although logged on Form 2124 in the Division.
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REPUBLIC OF CAMEROON
THIRD DOUALA PORT PROJECT

LOAN 2259-CM

PROJECT COMPLETION REPORT

PART I. PROJECT REVIEW FROM BORROWER'S PERSPECTIVE

Borrower's input pending
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PART III. STATISTICAL INFORMATION

1. RELATED BANK LOANS AND/OR CREDITS

Credit Title: Credit 229-CM (US$1.5 M) - First Douala Port Project

Purpose: Construction of an industrial quay and improved log handling facilities.
Definition of a long-term development strategy. Institutional and financial
improvements.

Year of approval: 1971

Status: Completed with a two-year delay. Removed serious bottlenecks in port
capacity. Institutional and financial improvements obtained, but still
below original objectives.

Loan/Credit Title: Loan 1321-CM, Credit 657-CM (US$25.0 M) - Second Douala Port
Project

Purpose: Construction of a fishing port and a ship repair facility, a new log port,
two container berths and one Ro-Ro berth, and channel dredging.

Year of approval: 1976

Status: Completed in 1983 with a two-year delay, due to delays in execution of
dredging.

In addition, the Bank Group financed four railway projects for a total of US$70.5 M; five
highway projects for a total of US$213.0 M, and one Technical Cooperation Project for
US$4.5 M.
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2. PROJECT TIMETABLE

Item Date 1st Revision 2nd Revision Actual

planned a/ March 1981 June 1981

Identification November 1978 b/

Preparation November 1980

Appraisal July 1980 April 1981 April 1981

Loan Negotiation April 1981 April 1982 February 1983 c/

Board Approval January 1983 March 10, 1983

Loan Signature January 1982 March 1982 September 15, 1983

Loan Effectiveness December 22, 1983 d/

Loan Closing June 30, 1989 June 30, 1989 June 31, 1991 d/

Loan Completion October 31, 1991 e/

a/ From the Project Brief issued August 17, 1979.

b/ There was no updated Project Brief between August 1979 and March 1981, before appraisal.
The March 1981 Project Brief was based on information collected during a preparation
mission, November 1980. This mission, inter alia, reviewed a consultant study which aided
the project definition.

c/ The long twenty two-month delay between appraisal and negotiations originated in: (a) the
delay by Government to agree on basic project scope and conditions as defined in the Issues
Paper; (b) the need for an economic and financial study of procurement of a tugboat (not
ready at appraisal); and (c) the slow elaboration of tender documents.

d/ See para. 5.02 on delays on implementation.

e/ Completion of disbursements on expenses committed before June 30, 1991.
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3. LOAN DISBURSEMENTS

Cumulative Estimated and Actual Disbursements
(US$ M)

Fiscal Year 1984 1985 1986 1987 1988 1989 1990 1991 1992

Appraisal Estimate 4.9 9.7 13.6 18.2 21.8 22.5 - - -

Actual 3.2 5.6 8.4 10.6 12.1 13.1 17.3 20.6 20.7

Actual as % of Estimate 64.8 57.7 61.2 58.2 55.5 58.2 76.9 91.5 91.6
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4. PROJECT IMPLEMENTATION 1/

Indicator 1 Civil works: Construction of 600 m of Civil works completed with one year
marginal berths, one ventilated ware- delay. In addition, some paving of aprons
house and access roads. and storage areas were completed under

the project.

Indicator 2 Procurement: Procurement of fruit Procurement of fruit conveyor was com-
conveyors, of one tugboat, and elec- pleted two years after schedule. Original
tronic positioning equipment. equipment proved ill adapted and addi-

tional equipment was needed. Tugboat
procured on schedule. Electronic position-
ing equipment procured in 1991.

Indicator 3 Data processing systems, technical Implementation still in progress at closure
assistance, studies, procurement of of Loan account.
equipment and software.

Indicator 4 Organizational Development Plan: Plan implemented quite rapidly at begin-
Reinforcement of ONPC's Civil Works, ning of project execution.
Access Channel, Human resources,
Finance, Economics, Data processing
and Corporate Planning Departments.

Indicator 5 Financial Action Plan: ceiling on Except for the 5-year investment and
receivables, elimination of bank over- financing plan, objectives have not been
drafts, limitation of staff salary increas- reached.
es, working ratio covenant. 5-year
investment plan to be put in place.

1/ No indicator of project execution was defined at the time of appraisal. Therefore, there was no monitoring
through indicators during supervision. It is possible however, to establish the main objectives of different parts of
the project and to translate them into broad indicators of implementation, through the appraisal report (which was
done).
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5. PROJECT COSTS AND FINANCING

A. Project Costs
US$ Million Equivalent

APPRAISAL ESTIMATES a/ ACTUAL
Item

Local Foreign Total Local Foreign Total

Costs Exchange Costs Exchange

Civil works 4.90 8.40 13.30 7.16 12.21 19.37

Cargo handling Equipment 0.10 0.80 0.90 0.17 1.41 1.58

Tugboat 3.00 3.00 - 2.16 2.16

Electronic Position System 0.50 0.50 - 1.62 1.62

Buoyage 0.20 0.20 - - 0.00 b/

Data processing Equipment 0.80 0.80 - 0.74 0.74

Consultants 0.70 1.60 2.30 1.00 2.21 3.21

Technical Assistance for 0.20 0.80 1.00 0.04 0.17 0.21
Data processing

Baseline Costs 5.90 16.10 22.00 8.37 20.52 28.89

Physical Contingencies 0.70 1.80 2.50 - - -

Price Contingencies 3.90 4.40 8.30 - - -

TOTAL PROJECT COSTS 10.50 22.30 32.80 8.37 20.52 28.89

Front-end Fee 0.20 0.20 - 0.17 0.17

GRAND TOTAL 22.50 33.00 8.37 20.69 29.06

a/ From Table in Page 17 of Appraisal Report

b/ Cancelled
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B. Project Financing
(US$ M)

Category Planned Final

A. LOAN 2259-CM

(1) Civil works Part A (a), (b), (c) 6,170,000 12,199,594

(1) Civil works Part A (d) 2,230,000 -

(2) Equipment Part B (a) 800,000 1,411,944

(3) Equipment Part B (b) 3,000,000 2,163,291

(4) Equipment Part B (c) 500,000 1,614,929

(5) Equipment Part B (d) 200,000

(6) Equipment Part C (b) 800,000 738,699

(7) (a) Consultants' services Part C (a)(i) 80,000 5,094

(7) (b) Consultants' Services Part C 2(a)(ii) 720,000 166,100

(8) Consultants services for Parts A, B, D and E 1,500,000 2,212,125

(9) Front end Fee 167,494 167,494

(10) Unallocated 6,332,506 -

B. DOMESTIC

ONPC 10,500,000 8,375,639

TOTAL 33,000,000 29,054,910
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6. PROJECT RESULTS

A. Economic Impact

1. Traffic at Douala Port, 1983-1990
(in 000's tons)

1983 1984 1985 1986

Project. Actual Project. Actual Project. Actual Project. Actual

IMPORTS
Petroleum Products 911 771 1000 709 1103 741 1191 737

Other bulk a/ 894 750 1010 816 1122 922 1130 850

General Cargo 1600 1313 1759 1474 1941 1753 2255 1592

TOTAL 3405 2834 3769 2999 4166 3416 4576 3179

EXPORTS
Timber b/ 548 397 565 443 582 497 599 456

AL uminium 57 62 58 58 59 61 54 59

Agricultural Products c/ 370 330 363 404 404 346 413 362

Others d/ 231 98 266 95 243 101 251 157

TOTAL 1206 887 1252 1000 1288 1005 1317 1034

GRAND TOTAL 4611 3721 5021 3999 5454 4421 5893 4213

of which, General Cargo e/ 2500 2193 2680 2276 2890 2558 3240 2256

Actual in % of projections 80.7% 79.6% 81.1% 71.5%

CONTAINERS
000's of boxes n.a 72 n.a 86 1184 101 n.a 102

Tonnage of Cargo n.a 717 n.a 764 n.a 922 1230 912

G.C. Containerization Rate 33.0% 32.7% 36.0% 33.6% 41.0% 36.0% 44.0% 40.4%

1987 1988 1989 1990
Project. Actual Project. Actual Project. Actual Project. Actual

IMPORTS
Petroleun Products 1286 648 1389 626 1550 600 1600 573

other bulk a/ 1265 757 1406 681 1562 n.a. 1635 n.a

General Cargo 2472 1298 2705 1237 2958 n.a. 3334 n.a

TOTAL 5023 2703 5500 2544 6070 2409 6569 2462

EXPORTS
Timber b/ 617 451 634 475 650 553 670 n.a

ALuminiun 52 48 50 69 50 64 46 n.a

Agricultural Products c/ 424 342 434 384 445 451 456 n.a

Others d/ 259 137 267 145 274 105 285 n.a

TOTAL 1352 978 1385 1073 1419 1173 1457 1328

GRAND TOTAL 6375 3681 0 6885 3617 7489 3582 8026 3790

of which, General Cargo e/ 3490 2096 3750 2130 4000 2090 5/ 4250 n.a

Actual in % of projections 57.7% 52.5% 47.8% 47.2%

CONTAINERS
000's of boxes n.a 92 n.a 84 n.a 88 300 86

Tonnage of Cargo n.a 780 n.a 733 n.a 734 3100 816

G.C. Containerization Rate 47.0% 37.2% 50.0% 34.4% 52.0% 35.1% 55.0% n.a
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SOURCES: Years 1983 and 1984: Analyse des activitds maritimes de l'Office National des Ports
du Cameroun, 1984 (Douala, ONPC, 1985). Years 1985 and 1989: Etude de diagnostic et
propositions de restructuration des entreprises du secteur maritime du Cameroun, (Port Autonome
du Havre, France, Feb 1991). Years 1986 to 1988: Rapport annuel, ONPC,1988 (Douala,
ONPC, 1989). 1990: Journal de la Marine Marchande (Paris 1991). Number of containers from
1986 to 1989 was taken from Rapport d'activites, terminal conteneurs Ro-Ro, (Syndicat des
Acconiers, ITS, Douala, 1990).

a/ includes mainly clinker, grains, alumina.

b/ About 80% logs, 20% sawn timber.

c/ Coffee, cocoa, bananas, cotton, rubber.

d/ Includes agricultural produces such as cotton seeds, vegetable oil, skins, oil cake, tobacco,
cocoa cake, etc..

e/ For consistency with appraisal report, general cargo includes 50% of logs from 1984
onwards, considered as containerizable.
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2. Economic Rate of Return

1/ COSTS: ACTUAL . BENEFITS: APPRAISAL ASSUMPTION

Year Costs Costs Costs Reefer General Bananas Benefits TOTAL

Investment Maintenance Total Time Cargo Total Cash Flow

1984 -4480 -4480 -4480

1985 -3360 -3360 -3360

1986 -4480 -4480 -4480

1987 -3090 -3090 -3090

1988 -2100 -600 -2700 263 2131 2394 -306

1989 -1400 -600 -2000 546 4635 800 5981 3981

1990 -600 -600 546 8632 800 9978 9378

1991 -600 -600 515 10495 800 11810 11210

1992 -600 -600 515 10495 800 11810 11210

1993 -900 -900 515 10495 800 11810 10910

1994 -900 -900 515 10495 800 11810 10910

1995 -900 -900 515 10495 800 11810 10910

1996 -900 -900 515 10495 800 11810 10910

1997 -900 -900 515 10495 800 11810 10910

1998 -900 -900 515 10495 800 11810 10910

1999 -900 -900 515 10495 800 11810 10910

2000 -900 -900 515 10495 800 11810 10910

2001 -900 -900 515 10495 800 11810 10910

2002 -900 -900 515 10495 800 11810 10910

2003 -900 -900 515 10495 800 11810 10910

2004 -900 -900 515 10495 800 11810 10910

2005 -900 -900 515 10495 800 11810 10910

2006 -900 -900 515 10495 800 11810 10910

2007 -900 -900 515 10495 800 11810 10910

2008 -900 -900 515 10495 800 11810 10910

2009 -900 -900 515 10495 800 11810 10910

0.3 29.02%
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2. Economic Rate of Return (continued)

2/ COSTS: ACTUAL . BENEFITS: NO BENEFITS FROM GENERAL CARGO

Year Costs Costs Costs Reefer General Bananas TOTAL
Investment Maintenance Total Time Cargo Cash Flow

1984 -4480 -4480 0 -4480
1985 -3360 -3360 0 -3360
1986 -4480 -4480 0 -4480
1987 -3090 -3090 0 -3090
1988 -2100 -600 -2700 263 263 -2437
1989 -1400 -600 -2000 546 800 1346 -654
1990 -600 -600 546 800 1346 746
1991 -600 -600 515 800 1315 715
1992 -600 -600 515 800 1315 715
1993 -900 -900 515 800 1315 415
1994 -900 -900 515 800 1315 415
1995 -900 -900 515 800 1315 415
1996 -900 -900 515 800 1315 415
1997 -900 -900 515 800 1315 415
1998 -900 -900 515 800 1315 415
1999 -900 -900 515 800 1315 415
2000 -900 -900 515 800 1315 415
2001 -900 -900 515 800 1315 415
2002 -900 -900 515 800 1315 415
2003 -900 -900 515 800 1315 415
2004 -900 -900 515 800 1315 415
2005 -900 -900 515 800 1315 415
2006 -900 -900 515 800 1315 415
2007 -900 -900 515 800 1315 415
2008 -900 -900 515 800 1315 415
2009 -900 -900 515 800 1315 415

0 -4.97%



- 28 -

2. Economic Rate of Return (continued)

3/ COSTS: ACTUAL . BENEFITS: 10% BENEFITS FROM GENERAL CARGO

Year Costs Costs Costs Reefer General Bananas TOTAL
Investment Maintenance Total Time Cargo Cash Flow

1984 -4480 -4480 0 -4480
1985 -3360 -3360 0 -3360
1986 -4480 -4480 0 -4480
1987 -3090 -3090 0 -3090
1988 -2100 -600 -2700 263 213.1 476.1 -2223.9
1989 -1400 -600 -2000 546 463.5 800 1809.5 -190.5
1990 -600 -600 546 863.2 800 2209.2 1609.2
1991 -600 -600 515 1049.5 800 2364.5. 1764.5
1992 -900 -900 515 1049.5 800 2364.5 1464.5
1993 -900 -900 515 1049.5 800 2364.5 1464.5
1994 -900 -900 515 1049.5 800 2364.5 1464.5
1995 -900 -900 515 1049.5 800 2364.5 1464.5
1996 -900 -900 515 1049.5 800 2364.5 1464.5
1997 -900 -900 515 1049.5 800 2364.5 1464.5
1998 -900 -900 515 1049.5 800 2364.5 1464.5
1999 -900 -900 515 1049.5 800 2364.5 1464.5
2000 -900 -900 515 1049.5 800 2364.5 1464.5
2001 -900 -900 515 1049.5 800 2364.5 1464.5
2002 -900 -900 515 1049.5 800 2364.5 1464.5
2003 -900 -900 515 1049.5 800 2364.5 1464.5
2004 -900 -900 515 1049.5 800 2364.5 1464.5
2005 -900 -900 515 1049.5 800 2364.5 1464.5
2006 -900 -900 515 1049.5 800 2364.5 1464.5
2007 -900 -900 515 1049.5 800 2364.5 1464.5
2008 -900 -900 515 1049.5 800 2364.5 1464.5
2009 -900 -900 515 1049.5 800 2364.5 1464.5

0 4.02%
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2. Economic Rate of Return (continued)

4/ COSTS: ACTUAL . BENEFITS: 20% BENEFITS FROM GENERAL CARGO AND 5 YEAR DELAY IN BENEFIT

Year Costs Costs Costs Reefer General Bananas TOTAL

Investment Maintenance Total Time Cargo Cash Flow

1984 -4480 -4480 0 -4480

1985 -3360 -3360 0 -3360

1986 -4480 -4480 0 -4480

1987 -3090 -3090 0 -3090

1988 -2100 -600 -2700 263 426 689 -2011

1989 -1400 -600 -2000 546 926 800 2272 272

1990 -600 -600 546 173 800 1519 919

1991 -600 -600 515 210 800 1525 925

1992 -600 -600 515 210 800 1525 925

1993 -900 -900 515 1726 800 3041 2141

1994 -900 -900 515 2098 800 3413 2513

1995 -900 -900 515 2098 800 3413 2513

1996 -900 -900 515 2098 800 3413 2513

1997 -900 -900 515 2098 800 3413 2513

1998 -900 -900 515 2098 800 3413 2513

1999 -900 -900 515 2098 800 3413 2513

2000 -900 -900 515 2098 800 3413 2513

2001 -900 -900 515 2098 800 3413 2513

2002 -900 -900 515 2098 800 3413 2513

2003 -900 -900 515 2098 800 3413 2513

2004 -900 -900 515 2098 800 3413 2513

2005 -900 -900 515 2098 800 3413 2513

2006 -900 -900 515 2098 800 3413 2513

2007 -900 -900 515 2098 800 3413 2513

2008 -900 -900 515 2098 800 3413 2513

2009 -900 -900 515 2098 800 3413 2513

0.05 7.22%
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B. Financial Impact

1. Sources and Comments

1. The Revenue and Expense Accounts and the Balance Sheets summarized here
ONPC's audited accounts. They have been formatted to coincide with Tables 7.8 and
4 of the appraisal report.

2. ONPC's financial rates of return on fixed assets differ from Bank and ONPC's
because the basis for calculation differs. While the appraisal report computes the rate
the basis of the operating revenue (after depreciation but before interest charges
computes it on the basis of the net result (including non-operating revenue and expens
of provisions and depreciation, capital gains on sales of assets, etc., but not inl
charges). This gives much more favorable figures, as illustrated below:

Year Bank ONPC
1984 n.a. 1.5%
1985 0.2% 1.2%
1986 0.0% 1.0%
1987 -7.5% -5.5%
1988 -2.9% 4.6%
1989 -0.2% 2.2%
1990 -8.6% 7.0%

3. In FY 1990, following project completion, financial accounts show massive
allowances and provisions and, conversely, massive written back of provisions andI
These are not explained in the financial or in the audit report. They distort both rates of
and ONPC's). Without these, the rate of return computed under Bank practice would
flat, and under ONPC's, some 2.5%. These rates are below the 4.5% rate covenanted in
(a) of the Loan Agreement.

4. ONPC enters large amounts of bad debts into provisions, which reflect the li
the public and private sector in Cameroon. For example, since 1984, Government h
to pay CFAF 1.0 bln (US$4.0 M). The Chamber of Commerce, which is bankrupt,
CFAF 450 M (some US$2.0 M). Provisions for bad debts and unpaid checks have b
below during recent years. The figures in the first column are the gross amount of r
second is that of provisions for bad debts. A review of accounts shows that large amo
written off, since the recovery of such debts is low. In its annual financial report for FY
management proposed to write off bad debts for an additional amount of CFAF
equivalent 10.0 M).

Year Receivables Provisions %
(CFAF M)

1985 6.28 0.88 14.0
1986 7.55 1.07 14.2
1987 6.83 1.30 19.4
1988 6.44 1.43 22.2
1989 8.12 2.08 25.6
1990 9.06 2.84 31.3
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5. According to the Financial Action Plan covenanted under Section 4.01 of the Loan
Agreement, commercial receivables should have been limited to two months of revenue. 2/ From
FY 1985 to 1990, they increased from some 4.1 to 6.2 months of operational revenue.

Commercial in months
Year Receivables of revenue

(CFAF M)
1985 2.31 2.29
1986 3.14 3.00
1987 4.59 4.15
1988 3.02 3.09
1989 5.63 5.31
1990 4.07 3.80

Improvements in 1988 and 1990 are only apparent. They are due to massive provisioning of bad
debts, a de facto write-off.

6. Bank overdrafts should not have been incurred starting from December 31, 1983. In fact,
overdrafts amounted from CFAF 2.3 to 4.3 M over the project period, as indicated in the following
table.

Bank Overdrafts at end of FY
1984 1985 1986 1987 1988 1989 1990
2,320 3,120 3,785 4,262 4,129 3,016 2,757

7. The share of personnel expenses in total operating expenses before depreciation (not
covenanted, but of interest as a financial indicator) increased over all project years, except 1990,
which saw a sharp decline as compared to the trend since 1985. Efforts to limit total costs were at
the expense of maintenance, while staffing continued to take the lion's share, despite efforts by
management to cut costs, especially regarding perks and other benefits. In its 1990 Financial Report,
ONPC management considered personnel expenses "under control". At best, they have stabilized as
a percentage of revenue.

Year Operating Operating Personnel % of % of
Expenses Revenue Expenses Exp. Rev.

1985 8,517 12,752 3,271 38.4 25.6
1986 9,503 13,266 4,256 44.7 32.8
1987 9,303 11,981 4,629 49.8 38.6
1988 8,164 12,731 4,755 58.2 37.3
1989 7,280 12,855 4,444 61.0 34.5
1990 7,905 12,858 4,426 56.0 34.4

8. By the end of FY 90, ONPC had invested CFAF 997 M (some US$3.7 M) (CNIC, Grands
Moulins, Socidtd d'Exploitation du Parc a Bois, etc.) from which it seems to derive very little
revenue, although the exact figures are not known.

2/ What is meant by revenue (operational or total) is not indicated in the Plan.
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2. ONPC's Projected and Actual Revenue and Expense Account (FY 1984-1990)

84 85 86 87 88 89 90
Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act.

Operating Revenue 12.9 13.3 14.8 12.0 17.1 12.7 19.0 13.3 21.3 12.0 23.4 12.7 25.9 12.9
Working Expenditure -6.5 -8.9 -7.4 -8.5 -8.4 -9.5 -9.4 -9.3 -10.5 -8.2 -11.7 -7.3 -13.3 -7.9

Cash Generation 6.4 4.4 7.4 3.5 8.7 3.2 9.6 4.0 10.8 3.8 11.7 5.4 12.6 5.0

Depreciation -3.1 -3.4 -3.6 -3.4 -4.0 -3.2 -4.3 -8.9 -4.8 -5.6 -6.3 -5.5 -5.6 -10.4 1/

Operating Revenue 3.3 1.0 3.8 0.1 4.7 0.0 5.3 -4.9 6.0 -1.8 5.4 -0.1 7.0 -5.4

Interest -1.4 -1.5 -1.9 -1.8 -2.3 -1.8 -2.7 -1.9 -3.2 -1.9 -3.6 -1.5 -3.6 -1.5

Result on operations 1.9 -0.5 1.9 -1.7 2.4 -1.8 2.6 -6.8 2.8 -3.7 1.8 -1.6 3.4 -6.9

Non op. Revenue 0.5 0.4 1.4 0.5 1.3 0.5 1.6 0.5 5.3 0.6 2.7 0.6 12.4 1/
Non op. expenses -0.6 -0.6 -0.9 -0.7 -0.8 -0.9 -0.3 -0.8 -0.7 -0.9 -1.2 -1.1 -2.6

Net Result 1.8 -0.5 1.7 -1.2 2.2 -1.3 2.2 -5.5 2.5 0.9 1.5 -0.1 2.9 2.9

RATIOS:
Working Ratio 0.5 0.7 0.5 0.7 0.5 0.7 0.5 0.7 0.5 0.7 0.5 0.6 0.5 0.6
Operating Ratio 0.7 0.9 0.7 1.0 0.7 1.0 0.7 1.4 0.7 1.2 0.8 1.0 0.7 * 1.4
Interest Coverage Ratio 1.9 1.5 2.3 3.2 2.8 3.1 3.2 3.5 3.7 7.2 4.2 4.2 4.2 * 13.9

1/ Reasons for massive depreciation and massive written back of depreciation and of provisions in FY 90 are not clear .
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3. ONPC's Projected and Actual Balance Sheets (FY 1984-1990)

84 85 86 87 88 89 90
Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act. Proj. Act.

ASSETS

Net Fixed Assets 62.3 n.a. 66.8 49.0 70.6 47.2 73.5 65.4 76.8 61.4 80.2 62.5 83.8 62.4
Other Assets 4.6 5.2 19.4 6.3 19.7 7.9 21.8 9.5 22.3 10.2 14.6 10.7 16.6
Short term Assets 4.1 4.7 6.5 5.8 6.7 7.4 7.0 9.0 7.0 9.7 8.4 10.2 6.5

of which:
Receivables 2.9 3.2 2.4 3.5 5.7 3.8 6.2 4.1 6.3 4.5 n.a 4.8 6.2
Banks/Cash 0.1 0.2 1.5 0.8 0.5 1.8 0.3 2.7 0.7 2.8 1.1 2.5 1.1

Total Assets 66.9 72.0 68.4 76.9 66.9 81.4 87.2 86.3 83.7 90.4 85.5 94.5 79.0

LIABILITIES

Capital + Retained Earnings 31.9 33.4 34.0 35.5 33.2 37.5 50.9 40.0 54.3 42.5 56.1 45.2 48.7
Long term Debt 30.6 34.0 26.9 36.7 24.6 39.0 27.2 41.3 20.4 42.8 19.4 44.0 24.2
Short term Liabilities 4.4 4.5 7.5 4.7 9.1 4.9 9.1 5.0 9.0 5.2 10.0 5.3 6.1

of which:
Overdrafts 0.0 0.0 3.1 0.0 3.8 0.0 4.3 0.0 4.1 0.0 3.0 0.0 2.8

Total Liabilities 66.9 0.0 71.9 68.4 76.9 66.9 81.4 87.2 86.3 83.7 90.5 85.5 94.5 79.0

RATIOS:
Current Ratio 1.1 1.0 1.2 0.8 1.4 0.7 1.3 0.6 1.3 0.5 1.2 0.5 0.9
Debt/Equity Ratio 1.1 1.2 1.0 1.2 1.0 1.2 0.7 1.2 0.5 1.1 0.5 1.1 0.6
Rate of Return 5.30% 5.69% 0.20% 6.66% 0.00% 7.21% -7.49% 7.81% -2.93% 6.73% -0.16% 8.35% -8.65%2/

2/ Actually, this figure is distorted by the massive depreciation allowance of FY 90. The RoR is in fact about flat
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C. Studies

Studies Purpose as defined at Status Impact
appraisal

1. Long term Review of present Study took an early Data processing has
development plan for data processing sys- start, but consultant been improved, Bor-
a central data process- tem. Preparation of a contract was canceled rower developed a
ing system. Study of long term develop- for inadequate per- model to follow-up
software requirement ment plan. Evaluation formance. Other commitments of ex-
for management and of software requi- consultants completed penses. Presentation
technical operations rements following the study. of financial data

review in (1) above. improved. A 5 year
rolling investment
plan was elaborated.

2. Manpower plan- Review of remuner- Completed Gave a clearer picture
ning and personnel ation and grading of actual ONPC situa-
organization. system, personnel tion. Limited impact

motivation and evalu- on staff. Followed by
ation, personnel orga- a restructuring study
nization. under Public Enter-

prise Reform Program
financed by Bank
(PAGE).

3. Records office To develop a com- Completed Modem record system
Study puterized system of now in place.

records.

4. Future development Long range planning Completed. To be Identified different
of Cameroon Port with review of differ- complemented by a options.
Sector. ent locations for restructuring study

future port develop- of Douala Port to start
ment. in 1992.

5. Dredging study Technical, financial Completed (March Permitted establish-
and economic evalu- 1985-September 198- ment of a dredging
ation of optimum 7). A calibration program. Gave esti-
channel depth (7.5 to study of the access mates of economic
9.0 meters). channel is to be con- return of

ducted. different depths.

6. Navigation aid Identification of opti- Completed. Lays ground for
study mal positioning and possible future project

navigation aid system but dredging mainte-
in access channel. nance of channel is a

more pressing issue.
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7. COMPLIANCES WITH LOAN COVENANTS

Compliance with Loan Agreement
(As of 2/9/91)

Loan Agreement Condition Original Date Revised Date Status

Section 3.02 (a) ONPC to review its present data processing system, 31-Mar-84 Complied with.
prepare a long-term development plan for such system
and submit such plan to the Bank for approval.

Section 3.02 (b) ONPC to take all appropriate steps to implement such Partially complied with.
plan (including the establishment of the central processing
unit included in Part C (b) of the Project.

Section 3.02 (c) A consultant to continue to be employed to assist ONPC Complied with.
in (a).

Section 3.03 Consultant to be employed for the supervision of Part A 31-Dec-83 Complied with.
of the Project and in carrying out Parts B, D and E of the 01-May-84 Complied with.
Project 01-May-84 Complied with.

30-Jun-84 Complied with.

Section 3.05 (b) ONPC to maintain adequate records and procedures to Complied with.
monitor the progress of the Project and furnish
information to the Bank.

Section 4.01 ONPC to implement the financial action plan and the Not complied with.
action plan for organizational development. Actual indicators short

of target.

Section 4.02 (b) ONPC to furnish to the Bank a detailed maintenance 31-Mar-84 09-Feb-91 Not complied with.
dredging plan and to carry out such maintenance in Plan to be updated.
accordance with a plan satisfactory to the Bank.

Section 4.05 ONPC to consult with the Bank before finalizing any 31-Mar-84 09-Feb-91 Not complied with.
arrangement whereby a third party would participate in
the Borrower's workshop and ship repair activities.

Section 4.06 The functions of director of operations to be entrusted to 31-Mar-84 Complied with.
a qualified and experienced professional.

Section 4.07 (a) Study of the deepening of the Port of Douala channel to 31-Dec-85 09-Feb-91 Not complied with.
be complemented.

Section 4.07 (b) ONPC to consult the Bank before undertaking any work 31-Dec-85 09-Feb-91 Not complied with. A
related to the deepening of the Port of Douala contract with KfW was
channel. signed without

consultation with the
Bank.

Section 5.01 ONPC to maintain adequate accounting records to reflect Complied with.
its operations and financial condition.

Section 5.02 ONPC's accounts to be audited by independent auditors 31-Dec-90 Complied with.
and ONPC to furnish to the Bank financial statements and
audit reports within six months of each fiscal year.

Jection 5.04 (a) ONPC's annual rate of return not less than about 4.5% in Not complied with.
fiscal year 198311984 and 1984/1385 and about 5.5% in Actual rate 0.1% in
each subsequent fiscal year. FY86, -7.5% in FY87,

-2.9% in FY88, and
-0.2% in FY89.

Section 5.04 (c) Reevaluation of ONPC's fixed assets each year. 31-Jul-81 Complied with in FY87.

Section 5.04 (d) Revision of the structure of ONPC's tariffs to reflect the Not comnlied with
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Section 5.05 ONPC shall not incur any debt unless its net revenues Complied with. Ratio
shall be not less than 1.8 times the maximum debt was 1.72 in FY87,
service requirements. 1.73 in FY88 and 1.98

in FY89.

Section 5.06 (a) ONPC to consult with the Bank before committing itself Not complied with. The
to any new investment in excess of CFAF 300,000,000. Government signed a

contract with Japan in
1987, on the container
terminal modernization
project for CFAF 12 bil.

Section 5.06 (b) Acquisition of container cranes by ONPC subject to prior Project is financed by
economic and financial justification acceptable to the Japan. The economical
Bank. justification provided

under the feasibility
study updated in 1990
is not acceptable to the
Bank. Implementation
of the project is still
being discussed.



- 37 -

8. USE OF BANK RESOURCES

A. Staff Inputs

Stage of Project Cycle Planned 3/ Revised 2/ Final

Through Appraisal 35.9

Appraisal through 48.0
Board Approval

Board Approval
through Effectiveness 2.8

Supervision 107.1

TOTAL 203.8

Average input for supervision is 11.2 staff weeks per year.

3/ Staff inputs were not estimated in the SAR.
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B. Missions

Stage of Month/ Number of/ Days Specialization Performance rating Types of
Project cycle Year Persons in Field Represented a/ Status b/ Problems c/

Through Appraisal

4/79 3 10 PE,FA,EC - Identification
during supervision
of Port II.

7/79 3 n.a. PE,FA,EC - Preparation
together with
review of other
possible port
sites on the
coast of
Cameroon.

6/80 1 n.a. PE - Review of
studies with
consultants.

1/81 3 10 PE,FA,EC - Pre-appraisal.

3/81 3 15 PE,FA,EC - Appraisal.

Appraisal through Board Presentation

4/82 2 3 PE,EC - Post-appraisal.

Board Presentation through Effectiveness

5/83 2 5 DC,FA - Review of
project
status.

Effectiveness through Completion

Supervision 1 6/83 2 3 EC,PE 2/1 Civil works
and supervision
contracts
signed without
Bank's prior
review and
comments.
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Stage of Month/ Number of/ Days Specialization Performance rating Types of

Project cycle Year Persons in Field Represented a/ Status b/ Problems c/

Supervision 2 3/84 4 5 DC,PE,EC 1/1 Delays in
FA data processing

plans.

Supervision 3 10/84 4 4 DC,PE,EC 2/2 Slippage of
FA sheet pile wall

under construction.
Slowdown of tariff
increases and
disappointing
financial results.

Supervision 4 3/85 4 5 DC,PE,EC 2/2 Delays in
FA paying contractors.

Poor financial
situation of ONPC.

Supervision 5 9/85 n.a. 5 PE 2/2 Managerial and
financial situation
deteriorating.

Supervision 6 5/86 3 8 PE,FA,EC 2/2 Mangerial situation
improving.

Supervision 7 3/87 1 4 PE 2/2 Decline of traffic
and deterioration
of finances.

Supervision 8 11/87 3 7 FA,PE,EC 2/2 Decline in traffic
associated financial
losses.

Supervision 9 2/89 2 10 FA,EC 2/2 Same.

Supervision 10 7/89 4 10 TE,FA,EC 2/2 Same. Last
PE(C) situation becoming

tight.

Supervision 11 1/90 3 10 EC,FA,PE(C) 2/2 Poor performance
of Borrower
regarding
dredging. Bank
overdrafts
developing.
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Stage of Month/ Number of/ Days Specialization Performance rating Types of
Project cycle Year Persons in Field Represented a/ Status b/ Problems c/

Supervision 12 9/90 1 8 FA 2/2 Same.

Supervision 13 2/91 2 8 EC,PE 2/2 Same.

PE=Port Engineer, FA=Financial Analyst, EC=Economist, DC=Division Chief, TE=Transport
Engineer, (C)=Consultant
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